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PREFACE 


Prior to reporting for instruction in Comptrollership 
at George Washington University, the writer was assigned to 
duty within a naval base complex. Although the particular naval 
base included a public works center, the larger commands con-=- 
tinued to provide most of their own public works support, rather 
than to rely on the existing public works center. The first 
innocent attempt by the writer to “give business" to the Public 
Works Center was a failure. After this eye opener, it was noted 
that the general opinion was to the effect that public works 
centers were not responsive in providing service, and secondly 
that the charges for services were exorbitant. The reply in 
defense of the paiva ie works centers was to the effect that they 
were founded on recognized principles of management, with the 
added inference that if the customers ware unhappy, it was 
mainly because the customers were unreasonable in their requests. 

The writer is not willing te accept the hypothesis that 
public works centers are unsound; but past experience with Navy, 
Marine, and Air Foree commends has not provided any basis that 
would enable the writer to consider that the majority of 


customer activities, or commanding officers, are unreasonable 
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in their service requests. Piqued by this apparent dilemma, 
the writer determined to study the functioning of public works 
centers. The original scope of this thesis included an overall 
study of public works centers. It soon became apparent that this 
subject was much too large, and it was decided to concentrate on 
the area of the minor service functions. The area of the minor 
service functions has only been touched upon. The greater part 
ef this thesis deals with laying the ground for an oryanizational 
study. One of the main purposes of the thesis was to determine 
if there was a common ground of understanding as to the defini- 
tion of reasonable service between the customer and the Civil 
Engineer Corps manager. If a common ground was found, then it 
would be possible to erase the picture of the “unreasonabie”" 
customer and study the manacement organization. Because of the 
magnitude of preparing, mailing and evaluating a rather exten=- 
sive field survey, little time remained to study the minor 
service functions, and therefore the subject is discussed only 
to point to certain modern management techniques that may be of 
yalue. 

Appreciation for their kind consideration in providing 
information and assistance is due to Dr. A. Rex Johnson and Miss 
Helen MeNuita of the staff of George Washington University; the 
"A" Group of the Bureau of Yards and Docks, and the many CEC 


officers and activity Commanding officers who so graciously 












wt 

DAASTD 6 en) SEES 
ee ahem te eee ee ee mw 
ee ee ne 
ee eee 
herve A hae be a TH 
ee ee ate kre enue at be woer ote 
ee eee ee 
ee ee ee ee 
0 om cut 00 + re ee ee 
ONG hs or Ok ake me Fm Oy my some 
* ivep ape hes cammpese ce comme <vetes bm bo ue 
ee eee 

iemearer Ge th sya eo ent ot ee of Orme 
ee 
—iee (UT co ee ee, ee 
eh Sh hh ee ee 
Cied Aeatmeh bb Beatie fe ell en MMI 
Oe ee ee ee et er ee ere ct mee ee tte me 
ahi 





ae 








>. - 4 * 




















MALT! 6 Gomer om, Le eee 
ee ee ee ee ee 
MP slew atl! eee VO Se © me ool 

eee ee ie ee feet © eee eet te pew OC 


lies & a eoeilite eee Albee Gee «othe 


Vv 
answered oral questions and returned the survey questionnaires. 
The courtesies extended to the writer by private industry were 
also greatly appreciated. 

Yhe patience and encouragement afforded by my family 
duxing the school term helped me over the rough spots of writing 


this thesis, unfortunately it did not remove them. 
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INTRODUCTION 


Chapter I is an attempt to portray a picture of the 
public works function and to outline a4 management philosophy for 
the rublic Works Centers. Chapter II is a discussion of the 
problems involved in the inter-organizationalil relations that 
exist within the shore establishment of the Navy, and illustrates 
the effect of these relationships on the comaanding officer of a 
naval activity. Chapter IIt presents the resuits of the field 
survey conducted to determine if Public Works Centers, their 
customers, and the Civil Engineer Corps officer, were operating 
under different opinions as to what constitutes “reasonable ser- 
vice." Chapter IIX also contains the results of a survey to 
determine the impressions that customer activities have formed 
of existing Public Works Centers management, and the comparison 
of that opinion with the opinions of the Civil Engineer Corps 
officer on the type of image that public works center management 
Should have. Chapter IV is a review and summary of the first 


three chapters with certain general reconmendations. 
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ORGANIZATION FOR PUBLIC WORKS FUNCTIONS 





CHAPTER TI 


ORGANIZATION FOR PUBLIC WORKS FUNCTIONS 


Public Works 





Public Works in the literal sense is the buildings and 
structures that make up the physical plant of a naval shore 
activity. In actual usage the term public works has come to 
méan much more .* In the colloguial the term public works is 
the organization whose purnose is " .. . the accomplishment of 
the inspection, operation, repair, and maintenance of public 


works, public utilities, and construction, transportation, and 


weight-handling equipment ."7 Public Works services can and do 





run the gamut from design and construction of exotic scientific 
facilities - to operating the daily garbage collection system 


that serves the local Navy mess halls and housing areas. 





the only official Gefinition of “Public Works" that 
could be found was in the since cancelled issue of the Bureau of 
Yards and Docks Manual (Bureau of Yards and Docks Instruction 
5000.3 of 1 January 1954, p. 131): 

“The term ‘public works‘ at a naval shore 

activity to the building and structures including 

permanent fixtures therein and all fixed equipment 

pertaining thereto." 
The term “public works“ has become more embracing however in its 
daily usage and now includes the term "public utility" which is 
defined by the same cancelled BuDocks Manual, p. 13<3 ass: 
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To accomplish the “public works" services within the 
Navy two basic organizations have been created; the Public Works 
Department organized within a naval activity, and the Public 
Works Center organized to serve many separate naval activities. 
Public Works Departments have been in existence in one form or 
another for many years. Public Works Centers are relatively new 
organizations, the concept evoiving within the Norfolk Naval 
Base about 1950. Since i950, five additional Public Works 


Centers have been established at the larger naval base complexes. 





“A publie utility is a fixed facility or sys- 

tem that provides a major service at a naval shore 

activity. Public utilities are aiso the services 

that are generally classified in commercial practice 

and that include related community services normally 

accepted as essential to the health and protection 

of the community. <A public utility system is made 

up of structures and facilities that in themselves 

are Classified as public works and may also comprise 

various items of construction, transportation, and 

weight—handling equipment.” 
A Simpler definition of “public works" is provided by Commander 
John V. Noel, Jr., USN, in the Naval Terms Dictionary, (D. Van 
Nostrand Company, Inc., New York, 1952): 

“Buildings, grounds, utilities, other structures, 

and land improvements at a naval shore activity." 
This last definition is also lacking, in that it fails to in- 
clude the responsibilities assigned to public works in the area 
of transportation, construction, and weight<-handling equipment, 
and the design and construction of the Navy's shore activities. 
Perhaps a new and ajl encompassing definition of public works 
is necessary and would assist in eliminating confusion. I would 
favor public works as encompassing all the duties within the 
sphere of an activity public works officer to take advantage of 
the common usage of the term, 


2u.s., Bureau of Yards and Docks, Organization and Func- 


tions of Public Works Departments, NAVDOCKS P=-318, November 1960, 
p. i. 
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5 
Pp ¢ Works Center Concept 
The Inspector General of the Navy in reconmending to the 
Secretary of the Navy that public works centers be used to 
accomplish all “public works” functions within naval base com 
plexes, stated that five advantages accrued to the Navy from 
the use of public works centers: 
a. Decrease in administrative, technical and 
supervisory overhead. 
b. Less investment in and consequently less 
maintenance cost for equipment. 
c. Uniform application of know-how by better 
and more highly qualified personnel. 
ad. Reduction in shop stores, insurance items 
and shop store personnel. 
e. Reduction in maintenance shops and personnel. ? 
The concept of a public works center then is monetarily 
desirable because of savings through elimination of duplication 
of overhead in the form of manpower, inventories, equipment, and 
shops. The other main advantage of the public works center con- 
cept is that with the concentration of manpower, personnel with 
higher skill levels would be available. As a result of the 
Inspector General's recommendations, the Secretary of the Navy 
directed that a pilot operation be conducted at the Naval Base 
Newport to test the public works center concept when working on 


a must use basis for all public works functions .* After a trial 








sReport of Survey of Bubocks Managed Activities, Inspecto 
General of the Navy to the Secretary of the Navy, March 6, 1959 


{in the files of the Department). 
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6 
period the Secretary of the Navy concluded that the public works 
center concept was valid and issued an instruction which made 
the use of Public Works Centers mandatory, rather than volun- 
tary, for all activities adjacent to Public Works Centers.” In 
his instruction the Secretary of the Navy stated: 


The imperative need for austerity in support 
functions has led to the further study of the 
possibility of achieving economies in public works 
functions through more complete use of the ser- 
vices of Public Works Centers. 


and that the policy of the Secretary of the Navy would be: 


» » « tO consolidate public works functions 
into Public Works sayanss at those naval complexes 
where Centers exist. 


The Secretary of the Navy in issuing this latter instruc 
tion, which was applicable in the areas served by six existing 
Public Works Centers, stated thats 


« « e Wnere .. . economically desirable, 
local arrangements may be made for the Public 
Works Center to assign personnel to activities 
to perform the following functions under the 
Girection of the command concerned: 

a. Perform minor day-to-day housekeeping 
type maintenance and repair work accomplished 
by the maintenance man rating as defined in 





4u.8., Secretary of the Navy Instruction 5450.7, U.S. 


Naval Base, Newport, Rhode Island; consolidation of public works 
functions, August 4, 1959. 


9U.S 6, Secretary of the Navy Instruction 5450.9, Consoli- 
Gation of Public Works Functions eat Naval Complexes with Public 


Wexks Centerer Policy for, June 30, 1960. 


Sri. Typid. 
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NAVEXOS P-1005. Such personnel shall not perforn 

major repair and installation work, or maintain a 

specialized trade shop. 

b. Operate automotive, construction, and weight 
handling equipment. No separate am facilities 

will be provided for such personnel.” 

This last instruction of the Secretary of the Navy states 
in a finite term the function to be performed by the Public 
Works Centers, The Public Works Centers (with the exceptions 
noted above) are to provide all public works services. The one 
other management feature incorporated into the Public Works 
Center concept is the use of the Naval Industrial Fund for 
Financing the operation of most of the Public Works Centers. 

The Naval Industrial Fund provides a capitalization for a Public 
Works Center to provide operating cash or credit, and stipulates 
that each customer will be billed for the cost of direct labor 
anc material used in his support, and for a pro rata share of 
the Public Works Center overhead costs. As noted in the Preface, 
the subject of Public Works Centers covers a wide spectrum, but 
it is in the area of the minor service functions where the most 


G1 f£fiewulty eceurs.” 





Sirpid. 


9tne four responding Public Works Centers, stated in 
their answers to the questionnaire, that their greatest diffi- 
culty lay in the area of the minor service functions, parti- 
cularly minor job orders and emergency service work. 
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8 
Minor Service Punctions 
The minor service functions at a Public Works Center 

are considered to embrace the following categories of jobs or 
operations: 

1. FEmergency maintenance or service work. 

2. Minor maintenance job orders. 

3. Janitorial service. 

4. Groundskeeping. 

5. Pest control service. 

6. Minor automotive maintenance and servicing. 
An examination of these jobs or operations will reveal their 
Similarity to operations performed by most Americans in main- 
taining their homes and automobiles. In fact, when considering 
the total public works function, the minor service functions 
may well be considered to be a form of “housekeeping.“ It is 
interesting to note that the American Telephone and Telegraph 
Company refers to the work performed under items (1) through (5) 


as “house service, "19 


Everyone is an Expert. 


The similarity between the tasks the average homeowner 


performs himself (or obtains from a local repairman) and the 





1Ornterview with M. E. Vermillion, Plant Supervisor, The 
Chesapeake and Potomac Telephone Company, March 15, 1961. 
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9 
“housekeeping” service performed within the public works func- 
tion may have subjected this area to an undue amount of criti- 
cism. A complaint concerning minor service may well be 
typified hy the following one sided conversation of an activity 
department head speaking to his opposite number in the public 
works arganization. “Boy, that organization of yours is sure 
something! I had to call three times yesterday to get someone 
to open a stuck desk drawer. Finally not one, but two men 
Showed up. Two men just to open one desk drawer. Why if I had 
had a serewdriver, I covld have finished the job myself in about 


two minutes. Bov, what an organization!” 


c & the al. 

Whether the impatient department head had a real need 
to have his desk drawer opened, or merely was seeking the latest 
issue of Sports Ilivustrated, will never be known. From a true 
service standpoint, the determination of real need is of little 
consequence. The commercial serviceman who answers a call to 
fix a TV set, unstop a toilet, or start a stalled automobile, 
does not normally question the validity of the service require- 
ment. As Naval Officers first, the Public Works Officer or 
Commanding Officer of a Public Works Center has an obligation 
to advise the activity commanding officer of service requests 


that are wasteful of government funds. Good service and good 
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10 
customer relations do not stem from a hypercritical attitude 
concerning the validity of every service request. Time spent 
in complaining about the validity of service requests is often 
lost, when it might be well applied to performing the job 


faster. 


bjectives of Public Works Center Management 
Managing a large organization without a well stated 
management philosophy and/or objectives is like steering a 
rudderless sail boat. You might have the best sail handlers 
avallable, but each small shift in wind direction or wind 
velocity requires action by the whole crew, rather than the 
involving only the man controlling the rudder, A management 
Philosophy or objective is like a rudder, it assists you in 
Staying on course with a minimum of lost motion. Aithough the 
Navy states the mission of an activity at great length, seldom 
is a complete management objective for an activity stated. 
Ernest Dale points out the need for management objectives by 
stating: 
The organization structure is a mechanism 
designed to help in achieving the goals of the 
enterprise. However small an organization, it 
must start by determining its objectives. For 
the resources of any organization are limited 
and must be properly utilized if the company is 
te survive and to prosper. This requires a 


formulation of objectives and an assignment of 
responsibilities .11 
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The Navy's use cf "mission" might be best related to Dale's 
“assignment of responsibilities.“ 

The mission of a Public Works Center is typically stated: 
"To provide public works, public utilities and transportation 
guppert, including engineering services incident thereto, as 
directed by competent authority.°14 It must be admitted that 
the wording of this mission is a little less than dynamic. 

Gardnex and Moore pointed cut that the cbjectives of 
business must be dynamic. At the risk of boring the reader a 
long quotation is used because no method of shortening the 
quotation without loss of content could be found. 

£ we examine the objectives of any business, 

they appear at first blush to be simple and uncom- 

plicated. Sears, Roebuck and Company, for example, 

sells goods direct to the consuming public; United 

Air Lines provides air transportation; Corn Products 

Refining Company grinds corn; and each company 

performs these functions at a orofit. The picture 

appears complete enough; yet it lacks something: 

It is too dead, too static: There is no explanation 

of the dynamic aspects of business enterprise, of 

the drive, motivation, and compulsion which 

characterize men in business. 

Our description assumes that each company more 


er less passively ceccuplies a particular technological 
er economic position in our society. It in no way 





Llernest Dale, Planning and Developing the Company Organ~ 
ization Structure, AMA Research Report No. 20, American 


Management Association, New York, 1952, p. 23. 


124 .8., Bureau of Yards and Docks Instruction 5450.53A, 


promulgation of tasks and functions of Public Works Center, 


Newport, Rhode Island, January 19, 1959. 
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12 


describes the manner in which this position has 
been secured by the business enterprise in question, 
nor does it even suggest the struagle and effort 
which goes into the maintenance and development of 
this position once secured. The fact remains that 
a business enterprise is not just an organization 
fulfilling certain technological or economic func- 
tions. It is a far more active force than this. 
Indeed, it is largely a dynamic expression and 
embodiment of the efforts of a group of men to 
secure, consolidate, and extend a profitable posi-~ 
tion in the business community. 


We all know, at least abstractly, that any 
pusiness, to survive and prosper must maintain a 
set of relations with various elements in the socio- 
economic environment. These elements are, for the 
most part, described in terms of certain socioeconomic 
roles, such as investors, customers, vendors, manage- 
ment, labor, etc. Each of these groups supply one 
or another cf the essential "ingredients" of busi- 
ness enterprise. Investors supply money; vendors 
Supply materials, machines, tools, and products; 
customers supply buying power; labor Supplies skill 
and work effert; ete. Each will provide the necessary 
"ingredients" which are in his power to give if he is 
“induced” to do so. 


The major questions in every businessman's mind 
are; “How can the other party be ‘induced’ to 
part with his money, materials, machines, tools, 
goods, labor, ideas or services?" and “how can a 
‘gain’ be secured in these transactions?" Pinding 
answers to these questions is intriquing but diffi-~ 
cult because the socioeconomic environment with 
which the businessman must deal is complex, fre- 
quently unpredictable, and constantly changing. It 
iS apparent that the businessman cannot have complete 
information about the world around him. Therefore, 
his answers often are Simply good guesses, based at 
best on an analysis of probabilities and at worst 
on pure hunches. The test of his guesswork lies in 
what happens in the future. 


in spite of the difficulties, the socioeconomic 
environment can be manipulated and controlled in 
various ways. However, you have to find the right 
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formula or strategy, and play it to the limit. 
Indeed, it is frequently in the determination, 
singleemindedness, and purposefulness of the 
player that we find the difference between success 
or failure in business. A businessman can, if he 
is imaginative and aggressive, envision and act on 
a business situation not yet perceived by others. 
He can, if he is persuasive, change the perception 
of others regarding a particular business situa- 
tion, Within certain legal and ethical limits, he 
ean utilize every political, psychological, social, 
technological, and economic device in the books to 
achleve an advantageous position.23 


The authors concivde: 


Our description is by no means complete. How- 
ever, we can begin to sense the dynamic aspects of 
business enterprise. It is essentially a game of 
strategy in which the participants seek the right 
formula for dealing with the various elements of 
the socioeconomic environment. It is a purposeful, 
goal-directed game where every move should fit into 
the overall strategic objectives of the business. 

It is an undertaking where the stakes are high, where 
control is possible, and yet where there is suffi- 
client unpredictability to provide an element of chance. 
This is the kind of situation, it will be recognized, 
that excites people, motivates them, puts them on the 
edge of their chairs. It absorbs interest and at~ 
tention, concentrates energies, and creates an almost 
consuming interest, . . . While most businessmen are 
not as keyed up as sur description would indicate, 
never-theless, something like this underlies the 
compelling drives anc interests of business manage~ 
ment. Under these circumstances, it is understandable 
why problems of human relations in industry sometimes 
appear outside the world of reality to management. 








13 purleigh 8. Gardner anid David G. Moore, “Business 


Objectives and Strategies,” Sclected Readings in Management, ed. 
Fremont A. Shull, Jr. (Homewood, Illinoi#: Richard DP. Irwin, Inc. 
1958), pp. 109-110. 


l4tpid., pp. 110-111. 








14 
Perhaps a more dynamic objective for public works 
centers might be an aid to "induce" the customers to seek the 


opportunity for service offered by Public Works Centers. 


Management Philosophy 

Tne Chief and Deputy Chief of the Bureau of Yards and 
Docks have expressed their philosophy for Public Works Center 
management. In addressing a conference of the Commanding Offi- 
cers of Public Works Centers, the Deputy Chief stated, “If you 
can do a job cheaper, better and faster than anyone else, you'll 
get the jo an At the same conference, the Chief of Budocks 
expressed his view on the external problems of managing a public 
works center by stating: 

It is more and more apparent that some of our 
problems arise from our customer's inability to 
understand and appreciate our difficulties, and 
from our inability to place ourselves in the 
customers shoes. Nothing can be substituted for 


personal iaterest in, and close contact with 
customer problems, and an understanding of them. 


16 
Perhaps a mission for public works centers might then 
be stated that would combine the more dynamic philosophies ex- 


pressed by the Chief and Deputy Chief, with the existing mission 





l5captain P. Corradi, CEC, USN, Keynote Address, Public 
Works Center Conference, Norfolk, January 11, 1960, Proceedings, 
p. 28, 


iGpear Admiral BE. J. Peltier, CEC, USN, Address, Public 
Works Center Conference, Norfolk, January 13, 1960, Proceedings, 
p. 6. 
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15 
Statement. Such a mission might be stated--To provide public 
works services cheaper, netter, and faster than anyone else, 
through the use of technical skills and a personal interest, 


knowledge, and understanding of the customers' problems. 


Summary 


Public Works Centers were created to provide services 
at the least cost to the Navy af a whole, through the use of 
consolidated facilities, elimination of duplication of functions, 
and increasecd technical Skill. Management situations are seldom 
static, and like any service organization Public Works Centers 
must use a positive, dynamic approach to meet the changing needs 


of their customers. 





CHAPTER If 


IN THE CUSTOMERS‘ SHOES 





CHAPTER If 
IN THE CUSTOMERS’ SHOES 


The Shore Establishment Organization 


A review of the shore establishment environment and the 
relationships that exist among its components is considered 
necessary, for the study of Public Works Centers as if they 
existed in a vacuum might lead to theoretical conclusions that 
would have little application in actual practice. The Public 
Works Centers exist in an environment composed of other naval 
activities, and these other activities are the sole reason for 


the Public Works Centers' existence. 


The Bi-linear Organization Structure 


tn our economy there are two basic processes, 
One is vcroduction--the creation of goods and 
services. The other is marketing-—the activities 
by which goods and services flow from the producer 
to the ultimate consumer .+ 


such a definition of our national economy leads us to believe 


that there are two basic functions taking place within the 








lyvron S. Heidingsfield and Albert B. Blankenship, 


Marketing, (New York: Barnes and Noble Inc., 1957), p. l. 
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18 
economy, production and marketing. It is suggested that con-~ 
sumption is also a function, and perhaps the most important one. 
Yhe Navy has for some years been operating under a bi-linear 
organization which resembles the national economy in organiza- 
tion. The production and marketing functions are performed by 
the shore establishment for the ultimate consumer--the operating 
fleet. A fleet is a militery force composed of manpower, mate~- 
rial, and equipment. The shore establishment is a complex, with 
Bureaus and Offices at the head of the establishment, managing 
and Gdirecting the efforts of the many separate activities in 
the field. Control ef the shore establishment is exercised 
through three devices, management control, technical control and 


commend. 


Management and Technical Control 
Management control is defined as “The direction exercised 
in other than military matters, by an authority of the Naval 
Bstablishment over a unit of the naval shore establishment in 
the administration of its local operating functions.” Technical 
control is defined as "The specialized or professional guidance 
and direction exercised by an authority of the Naval Establish~ 


ment in technical matters. > 





24.8. Department of the Navy, Navy Regulations, (1948), 
Article 0405, p. 36. 


Sxbid. 
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Management and technical control can perhaps be better 
explained by reference to an area where one Bureau exercises 
both management and technical control. The following citations 
concern implementation of maintenance management procedures and 
are from the same reference but directed to different management 
entities of the shore establishment, To an activity under its 
management control the Bureau directive states: 


Compliance with the Controlicd Maintenance 
procedures and criteria established in this 
publication is mandatory for those activities 
under the management control of the Bureau cf 
Yards and Docks. Other management bureaus and 
offices of the Navy Department have issued 
Specific instructions for compliance - activ= 
ities under their management control. 


Technical control is expressed in the following manners 


Proper management and control over the 
maintenance and operation of public works and 
public utilities is a command function. In 
the exercise of this function, Commanding Of- 
ficers are guided by the directives of their 
management bureaus and the instructions and 
publications issued by this Bureau in dis- 
charging its technical responsibilities.> 


The exact reactions of an activity in responding to 
these two types of control is impossible to predict. It should 


be recognized however that funds flow through or from the 





45 .8., Bureau of Yards and Docks, Maintenance Management 


of Public Yorks and Public Utilities, NAVDOCKS Pp-321, December 
1959, Article A 101(4), p. Ll. 


>rpid., Article A 2.04, p. 2, 
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organization exercising management control. Without sufficient 
funds, the activity soon becomes a sterile entity or ceases to 
exist. From the standpoint of dollar availability it might be 
inferred that management control is the paramount control over 
a shore activity, with technical control having the lesser 
effect. Observations of actual practice by the writer tend to 


confirm this statement. 


Command Concept 
The responsibility of the Commanding officer 

for his command is absolute, except when, and to 

the extent, relieved therefrom by competent 

authority, or as provided otherwise in these 

regulations. 

This article cited from Wavy Regulations leaves little 
doubt as to the total responsibility for a command except when 
“ . « »- relieved therefrom by competent authority, ... ." 
Total responsibility in this era of complex government regula- 
tion, while operating under the "management~—technical” control 
concept of the Navy, is difficuit to imagine. In the years 
prior to radio communication it was essential that Naval Commands 
operate at their own discretion. No means of control other than 
general guidelines to act in the best interest of the sovereign 


was feasible. To indicate how deeply the “command concept” is 


ingrained in Navy tradition, the current edition of the Navy 





Cuaval Regulations, (1948), loc. cit., Article 0701, p. @ 
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21 
Comptrollers Manual uses the following statement as a preface. 
On the sea there is a tradition older even 

than the traditions of the country itself. It 

is the tradition that with responsibility goes 

authori ty, and with them both goes account- 

ability. 

This strong tradition of “absolute” command has been 
carried into the present day Navy. It is not considered ap- 
propriate that the merits of the Navy's organizational concepts 
be discussed within this study, particularly at a time when top 
Levels of the Defense Department are discussing this same 
Subject. It is essential however that it be recognized, that 
with the designation as "Commanding Officer"~-authority, res- 
ponsibility, and accountability are simultaneously assigned. 
Further, that the legal assignment of these duties is backed by 
traditions " .. . older even than... the country itself 
- »- « e' Concepts such as these have a great deal to do with 


the relationships that exist within the naval establishment, and 


in particular the Naval Bases. 


Waval Bases 
fo provide the “producer-marketing” support required for 
Fleet operations the Navy has created within certain larger 


harbor areas a complex known as the naval bese. A naval base 





7g.8., Navy Comptroller Manual, NAVEXOS P-1000, Vel. I, 
pe 1ii. 
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is defined as “that agency in a given locality which comprises 
and integrates all naval activities capable of contributing to 
its mission. The mission of a naval base is to furnish direct 
service to the operating forces. "8 

A naval base for major fleet support has a wide range of 
"producer=-marketing” activities. The base activities may in- 
clude a shipyard or ship repair facility, training commandcs or 
schools, air stations, medical facilities, supply depots, and 
more recently, the public works center. Each of the component 
parts of a naval base is normally under the separate command of 
an officer who has been trained in the skills necessary to 
accemplish the particular mission of his activity. The naval 
hase aS an entity is under the command of a senior officer of 
the line experienced in fleet operations and requirements. The 
Wavy normally follows the policy of centralizing functions. The 
typical Naval Base represeats a complex of activities organized 
on a functional basis, in an effort to achieve economy and 
efLliciency. To provide insight into tne depth of functional~ 
ization as it exists at moet Naval Bases, the following list of 
activities located at the Naval Base, Newport, Rhode island, is 


helpful; 





Sy .s., JOINT CHIEFS OF STAFF, Dictionary of United States 
Military Terms for Joint Usage, June 1948, p. 12. 
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HMaval Station Naval Reserve Training Center 
Maval School, Naval Justice Sub-Board of Inspection Center 
Marine Barracks District Printing Office 

Fleet Training Center Marine Reserve Training Center 
Yaval Communications Station Fleet Camera Party 

Navy Accounts Disbursing office Fleet Motion Picture Exchange 
Naval War College Harbor Defense Unit 

Naval Underwater Ordnance Station Pleet Boat Pool 

Naval Supply Depot Central Torpedo Office 

Naval Degaussing Station Mobile Target Repair Party 
Naval Magazine and Net Depot Public Works Center 9 


The Individual Shore Activity 


In the management of the individual Shore activities the 
same command concept of complete responsibility and authority of 
the commanding officer has to some degree determined the shape 
of the activity. The commanding officer has generally been 
provided with all the “things” necessary to perform his partic 
ular mission. In most instances the activity organization and 
Physical plant has been predicated on the basis that each 
activity will be as self-supporting as possible. Ultimately, 
economic considerations have to some degree qeverned the organi-~ 
zational structure and vchysical facilities. Most activities 
resemble a small commmity having the physical facilities and 
personnel peculiar to its mission performance, and including a 
range of internal support facilities. In any community it is 


necessary to provide for the maintenance and operation of the 








9u.S8., Bureau of Yards and Bocks Instruction 5450.3A, 


January 19, 1959, Promulgation of tasks and functions of Public 
Works Center, Newport, Rhode Island. 
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24 
community property. The consolidation of the community main-~ 
tenance and certain operation functions into one management 


group referred to as “public works" was discussed in Chapter I. 


Pressures on the Individual Activity 
Within the naval base complex an individual activity is 
subjected to an array of pressures. Pressures on management can 


be classified simply as internal and external. 


internal Pressures 


A student of management is soon aware of the redundancy 
in management literature. Whether one wishes to use the formal 
approach of scientific management fostered by the early writers 
such as Frederick W. Taylor and Frank 8B. Gilbreth, or the less 
formal approach suggested by such writers as Elton Mayo, Herbert 
A. Simon, and Manley Howe Jones, one thing is fairly certain-- 
when you manage people you have "people" problems. Naval 
activities like any other business must be concerned with pres- 
sures from individual employees and employee groups. it is 
normal for employees to strive to better their position at their 
piace of employment. Betterment may be achieved through a 
change in; hours worked, pay or benefits, work rules, and 
physical working conditions. Betterment may be achieved through 
the efforts of individuals or groups of employees. Human beings 


Like organizations are not static but dynamic therefore the 
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25 
drives of employees are also constantly changing. It is fairly 
ebvious that every naval activity is operating with these inter- 
nal pressures, excited by individuals or groups each attempting 


to better their position within the total activity. 


External Pressures 


A naval activity is subjected to pressures from neigh~ 
boring activities who may be competing for control of certain 
functions. Management control and technical control from the 
Bureau level was discussed previously, but it must be recognized 
that this is a form of external pressure. In the case of a 
naval base, military control is exerted by the base commander, 
another form of external pressure. Last but not least is the 
pressure exerted by the customers of the activity. Figure l 
portrays the naval activity in the form of a marionette to 
illustrate the conflicting internal and external pressures that 


are in constant operation. 


Even the crude caricature of the pressures acting on 
naval activities that has been presented, leaves little doubt 
that to have "a personal interest in, and close contact with 


customer problems, and an understanding of them, “1° is no smail 





10, ear Admiral E. J. Peltier, loc. cit. 
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Fig. 1.--Caricature of the conflicting external and internal 
Pressures that are constantly being applied to naval shore activities. 
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task. To obtain a clear understanding of the customers’ prob- 
lems and the ability to react properly to the customers’ needs 
may well be one of the biggest management problems for any naval 
shore activity. The difficulty is perhaps magnified again when 
considered in relation to Public Works Centers, which in reality 
are in the second line of the shore establishment support 
function, suprorting the Supporters of the fleet. To the average 
customer the Public Works Center falls in the category of ad-= 
jacent activity, and the Public Works Center can expect little 


assistance in solving its own internal management problems. 





CHAPTER III 


FIELD SURVEY ON SERVICE CRITERIA 





CHAPTER IIT 


PIELD SURVEY ON SERVICE CRITERIA 


Service 
In “Roget's Thesaurus" we find the word "servicd falling 
within the category of words associated with the voluntary pow- 
ers, and in the sub-categories of subservience to ends, and 


individual volition.+ 


Service is associated with such words as; 
benefit, advantage, improvement, good, interest, behalf, useful- 
ness, efficacy, efficiency, adequacy, etc. The important point 
is that “service” by definition is voluntary in nature, and 
gecondly that it implies the provision cf a good or benefit to a 
second party. When the word “service” is used hereafter, it 


will be used in the sense that it is an effort being made 


because of a desire to perform some form of benefit for a second 


party. 


The Customer's Viewpoint 


In any consumer-producer relationship it is often 


worthwhile to perform some type of marketing research. Without 





le.o. Sylvester Mawson, Roget's International Thesaurus 


ef English Words and Phrases, (New York: Thomas Y. Crowell 
Company, 1924), p. 252. 
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much effort we can point to many examples which indicate that 
marketing research may lead to wrong conclusions. A good example 
is perhaps the Ford Motor Company's introduction of the medium 
priced Edsel, just at the time when compacts and small imports 
were entering into popularity. Like all good Monday morning 
Quaxterbacks, even we can see the error, however, marketing 
research is intended to “ .. . increase marketing information, 


In the area 


and therefore .. . help to reduce business risks." 
of minor service functions we have research information which 
indicates that the customers of public works centers felt that 
public works service must be “responsive to command" and that the 
public works services must be previded at a reasonable cost.* 
“Responsive to command" and “reasonable cost“ are rather vague 


in application. When is service responsive? What is a reason- 


able cost of service? 


Establishing Value 
In answering these two questions one must recognize that 
mo mathematical criteria or fixed rule can be developed that 
would define “responsiveness" and “cost" for every instance, 
Value or worth depends entirely on the market at the time of 


@ale, and the conditions cf sale. A look at the market for our 





7Heidingsfield and Blankenship, loc. cit., p. 173. 


SReport of Survey of Bubocks Managed Activities, loc. cit. 
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31 
most common commodity -~- water, will help to illustrate the “value’ 
contention. The householder who finds the flooding Mississippi 
at his doorstep would pay a considerable sum not to have water, 
at least, Mississippi flood water. On the other extreme, the 
traveler in the world’s many desert regions may find water price- 
less, particularly when his supply of water is negligible. The 
“value” principle for service functions has application when 
applied to the customers of Public Works Centers, At times 
service within the minor public works functions is priceless, at 
other times even a small cost might be prohibitive. Power 
failure at an decwrie typewriter may or may not be ag important 
as power tuilure at the electronic data processing room. Deter= 
mining the service need is of the nature of a “value” judgment. 
It does not appear possible to establish one set of criteria 
which would allow us to evaluate each service need in relation 
to the timeliness of its performance and cost, particularly when 
there may be more than one service need competing for the man- 


power material and equipment essential to perform the service. 


Reasonable Service and Cost 
Pully recognizing the limitations of attempting to define 


reasonable "responsiveness" and “cost" some decision criteria 
should be established by top management which would assist per-e 


sonnel at the lower echelon to make better decisions which affect 
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32 
responsiveness and cost of service. In an attempt to provide a 
frame of reference for decision criteria in the area of minor 
public works service functions the writer conducted a survey. 
Included in the survey were major customers of public works 
centers, a randomly selected group of Civil Engineer Corps 
Officers, the Public Works Centers, and a small group of the 
larger private concerns involved in customer service functions. 
The validity or value of this type of “market* survey may be 
subject to question. Heidingfield and Blankenship point out 
that: 


If the research method is used carefully, with 
full understanding of its strength and weakness, it 
can, indeed, be a valuable aid to marketing effi- 
ciency. Marketing research, like accounting and 
the other tools used in the administration of a 
business, can help te increase the accuracy of an 
executive's judgment. 


However, no properly trained market researcher 
would ever claim that marketing research is a 
panacea for all the preblems of business. Market 
study is no substitute for the experience and 
training which a man in business has acquired in 
his particular field. Even so, a businessman is 
sometimes so close to his own operation that “he 
cannot see the forest for the trees.“ Thus, he 
may make a decision based on limited observations 
which ignore what is going on beyond the narrow 
scope of his own business activity. In such cases, 
marketing research may make its greatest contri- 
bution. It may furnish the businessman with an 
objective and dispassionate analysis of all the 
related data, which will enable him to make a 
realistic judgment or decision. 





‘neidingsfield and Blankenship, loc. cit., p. 179. 
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It is not the claim of the writer that the results of 
this survey will provide “an objective and dispassionate 
analysis of all the related data.” It is hoped however, that 
it might be of value, if only to re-emphasize known problem 
areas. 

The customer survey was restricted to the customers who 
received the majority of their support from the adjacent Public 
Works Center. Fifty-two customer activities were mailed a 
questionnaire intended to develop information in three areas 
closely related to the minor public works services: 

1. What is reasonable service? 

2. What is a reasonable charge for service? 

3. What service image have the managements of 

Public Works Centers presented to their 
customers? 

The response to the questionnaire was from a recording 
and evaluation standpoint a little overwhelming - forty-three 
replies were received representing a return of 82 per cent.” 

To obtain a reference guide, a similar survey was for- 
warded to a randomly selected sample of Civil Engineer Corps 
officers in the grades of lieutenant through captain.® 


A minor effort was made to contact certain large private 





*see Appendix I for the format of the customer question- 
naire. 


Ssee Appendix If for format of the CEC questionnaire. 
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concerns involved in some form of minor service functions. Four 
private concerns were contacted and personnel from three firms 
were actually interviewed. Interviews were conducted at the 
Chesapeake and Potomac Telephone Company; Federal Systems 
Division, International Business Machines Corporation: and the 
Consumer Products Branch, Radio Corporation of America Service 
Company. These concerns were surveyed because it was found 
that each was engaged in performing servicing operations for 
customers under conditions somewhat similar to those operating 


conditions found at Public Works Centers. 


Reasonable Service 

The term “reasonable service” is restricted in this 
instance to efficacy of service, the results of the service 
rather than its ultimate cost. Cost was considered in another 
part of the survey and will be related to efficacy of service 
at a later time. To define reasonable service many ideas were 
selected and discarded prior to deciding on the final form of 
survey interrogation. The customer was provided with a list of 
twenty minor service work items containing some of the most 
frequent service or trouble-calls received by ovblic works 


organizations. ’ The respondent was asked to evaluate for each 





‘the list was prepared using the writers experience in 
three Public Works Departments, and was checked by three senior 
officers to determine that the list was fairly representative of 
minor service jobs. 
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type of service item, the maximum reasonable delay in hours 
before a serviceman arrived, The respondent was given the 
opportunity to select the delay he considered to be reasonable 


for the service to be rerformed from one of seven alternatives, 


Customer Response 


Of the 43 customer respondents three provided no in- 
formation at all because they misunderstood the questionnaire. 
For the particular question on reasonable service, seven per 
cent of the individual service items were not customer evaluated 
because of non~applicability in their operation, ete. Of the 
remaining ninety three per cent of the service items, the totais 


in any one of the seven alternatives is shown in Table I. 


TABLE I 


CUSTOMERS OPINION OF REASONABLE DELAY 


Delay in Hours Per Cent of Jobs 
1. i7 
3 17 
4, L9 
8 12 
24 15 
48 10 
Over 48 10 


Table II provides a tabulation of the same information 
contained in Table I, but in a slightly different presentation. 


Table II shows the frequency of calis that fell within a speci- 
fied delay period. 
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36 
Using Table II, certain observations can be stated, 

The customer expects that ninety per cent of the jobs will be 
started within forty eight hours or two working days, eighty 
per cent of the jobs will be started within twenty four hours 
or one working day, and that sixty five per cent of the jobs 
will be started within eight hours. It is interesting to note 
that slightly over half the emergency a jobs would have 
to be started within four hours to satisfy the customers' view 


of reasonably responsive service. 


TABLE If 
CUSTOMERS RANGE OF MAXIMUM REASONABLE DELAY 


Per Cent of Service 


Hours of Delay items in Range 
0-1 17% 
0-2 vd 
0 - 4 53 
0-8 65 
0 ~- 24 80 
M — 48 90 
0 = Over 48 100 


The next question might well be, is the customers view 
of what constitutes responsive service really reasonable? A 
comparison using a oatver of CEC officers will show that the 
customers view of “reasonable service” is not foreign to the 


view held by the CEC officer group. 
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CEC Response 
One hundred and six questionnaires were forwarded to 
randomly selected CEC officers; eighty three replies were re- 
ceived, or a response of seventy eight per cent. The high 
level of response indicates not only an interest in the subject 
but that the information provided may be used in making com= 
parisons or Grawing conclusions with some assurance of validity. 
Three of the replies were received after final tabulation had 
taken place so are not included in the surveys. Of the eighty 
replies evaluated the experience level of the respondents in 
the public works area was found to be: | 
1. 10 years and over - 28 
2. 5 to 9.9 years - 22 
3. 4.9 years and less = 30 
It is considered that the sample optained provides 
adequate experience coverage and that Table III reflects the 
thinking of a cross section of experience qualified CEC offi- 


cers. 


Results of Survevs on Reasonable Service 





The similarity between the views of the Commands and 


the CEC officers surveyed is rather striking. The similarity 





Ssee Appendix II for the format of the CEC officers 
questionnaire. 
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TABLE ITI 


CEC OFFICERS OPINION OF REASONABLE DELAY 


Delay in Hours Per Cent of Jobs 
i 19 
2 12 
4 21 
8 14 
24 i5 
48 9 
Over 48 10 
TABLE IV 


CEC OFFICERS RANGE OF MAXIMUM REASONABLE DELAY 


Per Cent of Service 


Hours of Delay items in Range 
0-1 3 
0 - 2 32 
0-4 52 
0-8 66 
0 = 24 81 
0 ~ 48 30 
0 - over 48 100 


indicates that as a group, CEC officers share the opinion exe 
pressed by the Commands as to “what is a@ reasonable delay in 
service." In addition to the expressed awareness of the CEC 
officers to desires of the Comnaands in order to have responsive 
service, the surveys point ovt another interesting facet. If 
general criteria for reasonable service were to be developed, 
recognizing the limitations expressed before, a rule of thumb 


may be stated. In reviewing minor service functions that are 
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39 
of an urgency requiring a telephone request for service, at 
least £ifty per cent must be answered within four hours if the 
customer is to be furnisned with service that is satisfactory 
in his viewpoint. Another question might be used, is the sur- 
vey indication reasonable in the sense that service on fifty 
per cent of the jobs within four hours is attainable. Informa- 
tion collected from the four largest Public Works Centers 
indicates that over seventy five per cent of the Emergency Ser- 
vice work jobs performed are accomplished in less than four 
hours on a center-wide basis.” It appears that if seventy five 
per cent of the jobs take less than four hours, it should be 
possible to have enough leeway to be able to get to the work 
site and be ready to start on fifty per cent of the jobs within 
four hours. Problems of this nature however are not as simple 
@s they appear on the surface. Solutions to similar "waiting 
line“ problems have been suggested through the use of “opera- 


tions research" techniques, 


Survey of Private Industry 
One of the private concerns worked toward a goal con=- 
sidering that ideal service was provided the same day. In this 


particular organization if the backlog rose above thirty per 





Stnterview with Mr. H. K. Lowery, Manager, Technical 


Programs Branch, Shore Establishments Division, Bureau of Yards 
and pocks, March 29, 1961. 
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40. 
cent of their weekly volume of calls, local management was in 
for a rough time from the upper echelon. One of the other 
private organizations had a “same day" rule on trouble calls, 
however, scheduled non-trouble work on a two or three day basis 
where possible. The third firm was organized so that approxi- 
mately thirty per cent of their service requests were received 
at a central dispatching organization. This firm had no service 
personnel working from a central shop. All service men were 
stationed in their assigned service area and reported by phone 
te the dispatcher for check in, out and specific orders. De- 
pending on the problem, this third company tried to have 
service personnel available within two hours of trouble notifi- 
cation. One important point in common was noted. Each of the 
three firms informed their customers of the expected time that 
a serviceman would be available, and then made every effort to 
meet this general appointment. The three firms utilized some 
form of dynamic control systems to minimize delay times. If 
the calls could not be handled within the time established by 
company ground rules, overtime was used to keep the workload 


manageable and to satisfy the customer. 


Reasonable Cost 
Earlier in this chapter "reasonable cost” was stated as 


being difficult to define. A rather crude survey to obtain some 
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information on what constitutes a "reasonabie charge for ser= 
vice” was attempted by asking respondents to select a "maximum 
reasonable charge in dollars" from a selected list of tweive 
service items. This part of the general survey is subject to 
the same limitations discussed previously in this chapter. A 
basis for evaluation of the survey response is provided through 
engineering estimates obtained through the Area Public Works 
Office, Chesapeake .2° 

In studying the response to the surveys the reader is 
cautioned to remember that the list of twelve items is not 
purported to contain the most frequent jobs pexformed in the 
minor service area. The list was prepared to provide some 
means of looking at a variety of effort in different categories 
of service work. The questionnaire stated that the “reasonable 
charge should include basic labor, material, and allowance for 
overhead.” The comparisons made in the area of reasonable cost 
must be evaluated for each service. There is no meaningful 
average cost for a list which includes oniy tweive items and 
has so many variations in service performed. The dollar cost 


shown aS a survey response is expressed in terms of “maximum 





LOmne cost estimates provided through the courtesy of LCDR 
Robert E. Dunnells, CEC, USN, APWO, Chesapeake, are based on 
Bngineered performance Standards. EPS allows for travel time 
and preparation time in addition to the normal time for service 
performance, therefore provides for the total direct labor 
costs. Material costs were obtained by the writer. 
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42 
reasonable charge.* The majority of the Public Works Centers 
eperate under the Naval Inéustrial Fund and are therefore, in 
essence, self supporting. To be self supporting, it is neces-~ 
sary to charge each of the customers a pro-rata share of the 
overhead costs of the Center. The overhead rate varies ané is 
recalculated when necessary so that neither loss nor gain occurs 
in the capital accounts, To abtain an average cost would be 
mathematically unsound using the data available, therefore 
overhead rates of fifty per cent and one hundred per cent of 
Girect labor will »be used with the “ErS“ estimates for compara~ 
tive purposes. The survey questionnaire indicated that for 
purposes of comparability all work sites should be considered 
to be within one mile of the public works sghops area. To 
provide similarity in the matter of labor rates, each respondent 
wae asked to base his estimates on skilled labor at $3.00 per 
hour. Subject to all the limitations and qualifications noted 
above, Table V has been prepared to enable an evaluation of 
three areas: 

1. Po the PWCen customers and CEC officers have 
similar opinions as to what constitutes 
reasonable cost? 

<. Are the opinions of PwWCen customers and CEC 
officers in line with the “standard cost“ 


of the Engineered Performance Standaras? 


3. What is the effect of changes in overhead rate 
on “reasonable charges"? 
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Ad 
Similar Opinions on Reasonable Cost 

Table Y indicates that Public Works Center customers 
and CEC officers have rather similar views as to what consti-~ 
tutes a reasonable charce for a particular service. Two 
methods of evaluation were vsed in Table V, the arithmetic mean 
and the mede. Because of the large differences allowed as al- 
ternative selections in the surveys (classes ranged from $1 to 
over $32) the arithmetic mean of the replies could and did vary. 
For example, thirty two respondents would have to select a 
charge of $1 to offset a selection of $32 by one individual. 
It will be noted that with the exception of item 10 in Table V, 
{the crane lift) the customer and CEC officer are talking about 
reasonable costs that are in the same "ballpark." To illustrate 
the point just made, if either the customer or CEC officer re- 
ceived a bill for $5 to replace a leaking wesher (Item 8, Table 
Vv), eyebrows, 1f not temvers might be raised. A $5 charcge to 
replace a faucet washer would more than likely be an "“unreason- 
able charge“ in the eyes of either respondent. It must be 
recognized that in this entire survey we are dealing with 
"opinion" as to reasonable charge, not a stated cost for a 
service. 

A review of the mode (the alternative receiving the 
most “votes”) for the twelve items in Table V, makes a stronger 


case for the similarity of opinion between the customer and CEC 
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45 
groups. The customer and CEC groups have the same mode for 
maximum reasonable charge in nine of the twelve items in Table 
V, another indication of simtlarity of opinion as to what is a 


reasonable charge for service. 


Opinions versus Engineering Estimates 

Table V indicates that the "opinion" estimate versus 
the Engineering Performance Standard estimate shows greater 
Gissimilarity between the “standards” and the “opinions,” than 
was evidenced between the opinions themselves. Some of the 
Gisparity can be attributed to the method of surveying the 
respondents. The respondents were only allowed to select a 
class indicating a maximum reasonable charge while the Engineer-= 
ed Performance Standard estimates were made to the nearest tenth 
of an hour, and then costea .1 To compare the “opinion” cost 
estimates with the “standard"“ cost estimate, a study of the 
Gifferences between “opinions” and “standards“ was made. Using 
the information found in Table V, the “EPS” estimate, with the 
fifty per cent and the one hundred per cent overhead rates 
applied was compared against the opinion estimates of the 


customer and CEC respondents. Table VI portrays this comparison, 





llmis problem was recognized in preparing the survey 
questionnaire, but was accepted to simplify survey response and 
evaluation. 
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46 
and shows that neither the customer nor the CEC group were 
Bignificantly within twenty per cent of the "EPS" estimates at 
either the fifty per cent or one hundred per cent overhead 


rate. 


TABLE VI 


“OPINIONS " OF REASONABLE COST COMPARED 
WITH ENGINEERED PERPORMANCE STANDARDS 


a 


Rate of Being 
Within 20% of EPS Estimates 
Opinion Estimates 50% 100% 
Overhead Rate Overhead Rate 


Customer Group 


Mean 42% 58% 

Mode 67% 17% 
CEC Group 

Mean 42% 50% 

Mode 67% 33% 


Table VI might infer that ability may be lacking to 
estimate costs reliably on the basis of opinion and still be 
within twenty per cent of the standard costs. The validity of 
the "EPS" cost estimates might also be questioned, however, we 
must establish some reference to work from, and will for pur- 
poses of this study accept the "EPS" estimates as being 
substantially correct. It is interesting to note from Table V 
that in nine of the items of work, the customer and CEC officer 


groups had “means” which were greater than the "EPS" estimate 
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47 
with a fifty per cent overhead rate applied. The same compar- 
ison using the "modes" shows again that both respondent groups 
have “opinion” estimates higher than the "EPS" estimates. To 
some extent we must consider that the customer and CEC groups 
would tend to “guestimate" on the high side of the actual 
standard costs. This inability to gauge costs can be partially 
explained. Most customers are not operating adjacent to Centers 
with an overhead rate as low as fifty per cent, and therefore 
would be accustomed to higher charges for services. Engineered 
Performance Standards were developed to assist the CEC officer 
and his civilian counterparts, by providing a better method of 
cost evaluation. It may be inferred from the surveys that it 
is the tendency for customer and the CEC officer to have an 
opinion of reasonable cost that is higher than the “EPS" esti- 
mate, but only at a fifty per cent overhead rate. It should be 
pointed out that except for service items 6 and 11 of Table V, 
the customer, CEC and "EPS" estimates of reasonable cost are in 
the same “ballpark."“ One assumption can be made at this point, 
if costs for minor services were performed within standard cost 
rates for direct labor, and the overhead rate is limited to 
fifty per cent, the majority of the customers would be satisfied, 
and the average CEC officer would concur that the charge was 


reasonabie, 
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48 
Effect of Overhead Rate 

In studying “reasonable” charge it was noted from Table 
V that when the overhead rate applied to the “EPS” estimate was 
one hundred per cent, a complete reversal occurred in correla~ 
tion of “reasonableness” between “opinion” and the "EPS" esti- 
mate. Tabie VII illustrates that as the overhead rate increases, 
there is less chance that the respondent groups surveyed would 


eonsider the charge reagonable,. 


TABLE VII 


EFFECT OF OVERHEAD RATE ON "REASONABLE COST" 











% Service Items Considered 
Opinion Estimates Reasonable 


50% Overnead Rate 100% Overhead Rate 





Customer Group 


Mean 75% 50% 

Mode 67% 25% 
CEC Group 

Mean 75% 33% 

Mode 67% 17% 





Two inferences may be drawn from a study of Table VII. 
First, there would be less chance of satisfying the customer at 
the higher overhead rate;perheps a trite observation, but still 
fact. Secondly, if services could be provided for the cost of 


the Engineered Performance Standard estimates, and with no more 
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than a fifty per cent applied overhead rate, the majority of 


the customers would consider the costs reasonabi°c. 





Image in a technical sense is the figure of an object 
formed by rays of light. In the non-technical sense image may 
refer to an imitation of a person or thing, a likeness, a con- 
ception, an effigy or an idea. 

In assessing the image of the Public Works Centers the 
approach was to establish an image considered desirable by the 
average CEC officer. Thige task was accomplished by using the 
field survey mentioned previously. At the same time the major 
customers of Public Works Centers were asked to comment on the 
“image” created by the Public Works Center which served them. 14 
The CEC group was asked to designate on a list of 24 traits, the 
traits they considered to be; (1) Must have, (2) Desirable, or 
(3) Not Important, for effective management of a Public Works 
Center. The customers were asked to designate the traite which 
were applicable to the Public Works Center serving them by 
checking whether the trait; (1) Describes Well, (2) Partially 
Describes, or (3) Does Not Describe. The use of an “image” 


survey is not a new marketing technique, but one used to a 





légee@ Appendix I for format of the survey questionnaire. 
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great extent by the Bolger Company .?3 


One purpose of an image 
survey is to determine whether the “corporate image“ you are 
trying to build, is really getting across to the customer. 
Public Works Centers are not engaged in advertising, but they 
are by definition of the term engaged in marketing. “... 

the activities by which goods and services flow from the pro- 
ducer to the ultimate consumer ." 14 It is considered worthwhile 
to determine what sort of an "image" Public Works Centers should 
have, and secondly, what sort of an image has the Public Works 


Center crezted in the mind of the customer to date. 


Traits or Qualities of Management 

An evaluation of management traits or qualities indicat=- 
ed that they generally fall into four categories, (1) dynamic 
or action traits, (2) cooperative or traits indicating ability 
to get along with others, (3) creativeness, and (4) the 
businesslike traits, the keystone of good management. After 
evaluating the responses received from the customers group and 
the CEC group, Figures 2, 3, 4, and 5 have been developed. 
Plotted above the base line are the positive, "Must Have" and 


"Deseribes Well" responses stated as a percentage of the total 





1350nn FP. Bolger, “How to Evaluate Your Company Image, * 
Journal of Marketing, October 1959, pp. 7-10. 


4supra p. 17. The term “activities" does not refer to 


the sense of "naval activities." 
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response, Below the base line the negative, “Not Important" 
and “Does Not Describe," responses are plotted. A discussion 
of the merits of the responses by the CEC group will not be 
made except for one general comment, All of the traits listed 
on the questionnaire are of positive value, and it might be 
argued that any ongoing organization should possess all of 
these traits, perhaps even to a greater extent than the term 


“8esirable” would indicate. 


Action Image 


Alert, lively, eager, vigorous, enterprising, and ven- 
turesome were the words used to deseribe the action traits or 
qualities. By their response (see Pigure 2) the CEC officers 
have indicated that alert, vigorous and enterprising were the 
stronger “must have" traits. The customer response indicates 
that Public Works Centers have not been entirely successful in 
establishing an “action or dynamic image" in their customers’ 


minds. 


Cooperative Image 


Cooperative traits were indicated by such words as 
oven-minded, cheerful, friendly, kindly, charitable, and public- 
spirited, and modest. Figure 3 indicates that CEC officers in 
general did not feel too strongly that these traits were as 


essential as the traits in other categories. It is interesting 
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52 
to nots from the customer response that the Public Works Centers 
are considered to be rather highly rated for cooperative traits, 
seventy eight per cent of the respondents indicating that Public 
Works Centers were friendly, and fifty eight per cent indicating 
that the Centers’ managements were cheerful. These two traits 
were rated first and third respectively in response by the 
customer respondents, and twelfth and thirteenth respectively 


by CEC officers. 


creative Image 


A glance at Figure 4 will show that except for pro- 
gressive, and forward-looking, the CEC respondents held no 
great brief for the creative category. The customers from 
their response did not take exception to the feelings of the 
CEC group except in the case of “modern.” It is a moot ques- 
tion whether the general feeling that was evidenced by the 
largely negative CEC reply to the “artistic” trait is best for 
the Centers. Centers do control a large segment of the Navy's 
housing, and some of the Navy's larger administrative spaces. 


A little sense of the artistic might serve the Centers well. 


Business Image 
The surveys indicated that the "business like“ traits 


are the symbols of righteousness, and the response from the CEC 


officers confirms their importance. Figure 5 indicates that 
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53 
from the customers’ viewpoint, the positive or "Describes Well" 
response was not as great in this area as the response for the 
cooperative traits, however the negative response was very low, 
a good indication. Perhaps in our desire for a cooperative 
spirit to help sell the Centers, we have gone overboard, and 
thereby have failed to impress the customer with a display of 


good business acumen. 


Image Summary 
The four management images, dynamic, cooperative, cre=- 
ative and business-like, are compared in Pigure 6. It is 
apparent that if the views on “image" of the average CEC officer 
are given credence, the Public Works Centers should apply them 
selves to strengthen traits that express a dynamic organization 
and a businesslike approach. The writer also feels that the 


ereative approach should not be neglected. 
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Fig. 2.--The Customers impression of Public Works Centers managerent 
compared with the image considered necessary by the CEC officer for the 
dynamic or action traits of management. 





5D 


80 


60 
D2 


AN OD SSE 
af QQ) 


a 
oO . 


: z 
\WYAA NE? 
|| 


33 
28 
Ye 240s 
20 c0 iO 17 7 Y 
7 \, o “7 
* 7A | A | 
9 ; ° 
15 
20 s 16 
i a 
4 40 
é 
60 
70 
80 OPEK- CHEERFUL § FRIENDLY KINDLY CHARITABLE PUBLIC— 
MINDED SPIRITED 2, 
24 
100 COOPERATIVE TRAITS 


(Indicated in percent of total response) 


















18 
Must Describes 
Have Well 
Not Does Not 
Important Describe 48 
MODEST 
CEC Officer Customer 


Fig. 3.—-The Customers impression of Public Works Centers management 
compared with the image considered necessary by the CEC officer for the 


cooperative traite of management. 
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compared with the image considered necessary by the CZC officer for the 
creative traits of management. 
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Fig. 6.—-Comparison of views on management traits, customer 


and CEC officer. 








The commanding officers of each of the Public Works 
Centers were requested to answer more detailed questionnaires .!° 
Responses were obtained from four of the six Centers. In addi- 
tion to questions covering the minor service functions, the 
Public Works Centers were asked to answer the same questionnaire 
used to survey the CEC officers. To obtain the views of the 
operating people within the Public Works Center organization, 
portions of the questionnaires were directed to specific operat- 
ing personnel. The questionnaires were devised to obtain facts 
concerning minor service cperations, and opinions in the areas 
of reasonable service, reasonable charges, and the desirable 


image of a Public Works Center. 


Opinion Survey Resuits 
The surveys of the Public Works Centers again indicate 
the same similarity of opinion with the customers as to what is 
reasonable service, and reasonable charges. It was noted that 
Public Works Centers were considerably more interested in pre= 
senting a stronger image of public works management than the 


average CEC officer. 





13560 Appendix III for format. 
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Table VIII indicates clearly that the Public Works 
Centers management shares the opinion of the customer and the 
Civil Engineer Corps officers on reasonable delay in providing 


services. 


TABLE VIIL 


RANGE OF MAXIMUM REASONABLE DELAY, CUSTOMER, CEC 
OFFICER AND PUBLIC WORKS CENTERS COMPARED 


Percentage of Service Items in Range 
Hours of Belay 


Customer CEC PK Center 
O#- i7 19 15 
QR - Z 34 31 33 
Q- 4 53 52 51 
GO - 8 65 66 69 
0 — 24 30 81 B4 
C - 48 90 90 93 
0 - Over 48 100 100 100 
€asonable ¢ es 


Table IX compares the opinion of the customer, CEC 
officer and PW Center regarding reasonable charges for services. 
Again the similarity of opinion is striking, particularly when 


the modes are compared, 


The Public Works Centers Image 


The Public Works Centers responses to the questionnaire 
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on image has been compared only on the basis of the aggregate 
traits or qualities expressed by the terms, dynamic, cooperative 
creative and businesslixe. It is evident from the response that 
the Public Works Centers are deeply aware of a need to present 
an overall forcefui image to their customers. Figure 7 pre- 
sents a comparison of the image strengths considered desirable 
by the customer, the average Civil Engineer Corps Officer and 


the Public Works centers .?© 


It 18 apparent that if the general 
validity of an "image" survey is accepted, the managements of 

the Public Works Centers have some work to do. The customers 

ana the Centers are in fair agreement as to image only in the 
area of the cooperative traits. It will undoubtedly be diffi- 
cult if not impossible to improve the other three image strengths 
without actual management improvement. The impressions of the 


customers are in essence an expression of the customers view of 


Public Works Centers management. You can't "talk" the dynamic, 


creative, businesslike images and expect improvement. A higher 
impression rating in the minds of the customer will likely come 
only from an actual demonstration of the traits er qualities by 


the Public Works Center management. 





Gone image survey of the Public Works Centers represents 
the opinions of the Senior Project Officer, or the Project Of- 
ficers as a group. Included also is the expression of one 
Commanding Officer who voluntarily submitted his opinions on 
image. It is unfortunate from the standpoint of the survey that 
these respondents are the ones responsible for customer contact 
and should in general be the most highly motivated. A survey of 
the shops management may have been more enlightening. 
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Fig. 7.--Comparison of views on management traits, customer 
CEC officer, and Public Works Center. 
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Sunmary 

This chapter has perhaps become overlong, because of a 
desire to look at the implications of the field surveys. The 
high response rate indicates an interest in the basic questions 
posed: 

1. What is reasonable service? 

2. What ig a reasonable charge for service? 

3. What service image have the management of 
Public Works Centers presented to their 
customers? 

The customer has stated that to have “reasonable ser=- 
vice," fifty per cent of the listed minor service calls should 
be answered within four hours of the call for assistance. The 
customer also expects ninety per cent of the listed service 
calls to receive attention within forty eight hours or two days. 
On the surface the customer may appear to be “unreasonable” in 
his views, however the Civil Engineer Corps Officers surveyed 
concur with the customers views on reasonable service, and it 
appears to be in the best interest of public works centers 
management to strive towards the criteria established. In 
light of the “not past the second day rule" of the civilian 
firms surveyed the opinions of the customer and CEC officer do 
not appear to be out of line. 

The surveys on reasonable charges again indicated a 


striking similarity of opinion between customer, CEC officers, 
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and Public Works Centers, as to what is a reasonable charge for 
@ service. It seems apparent that if the direct services can 
be performed within the times established by the Engineered 
Performance Standards, and the applied overhead rate is main~ 
tained as close to fifty per cent as possible, the customer 
would feel the charges were reasonable most of the time. 

It may be inferred from the image surveys that the 
Public Works Center managements have not overly impressed their 
customers with a dynamic, creative, businesslike approach to 


getting the job done. 
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CONCLUS IONS 





CHAPTER IV 


CONCLUS IONS 


Satisfactory Service 
By inference there is little doubt that “all hands," the 


customer, the CEC officer and Public Works Center managements 
are in fair agreement as to what constitutes reasonable service 
in terms of response and cost. If the criteria of reasonable 
service delay that has been inferred is valid, then we can 
examine average response as reported by the Public Works Centers 
and have some means of measuring whether the service is satis- 
factory in terms of response at the present time. 

In like manner, if the costs of performing the minor 
services were no greater than the estimates prepared using 
Engineered Performance Standards and a fifty per cent applied 
overhead rate, it can be inferred that the customer would con- 
sider the majority of the charges to be reasonable. To obtain 
information on the actual costs of services is beyond the scope 
ef this thesis, therefore, the criteria for “cost reasonableness’ 
will be to perform the service within the Engineered Performance 


Standards and to strike for a goal of no more than a fifty per 
cent applied overhead rate for the minor services. 


67 





ee ee ee) ee ee 


a ee eS ee ee ee 


| ee Oe eS) ee ee ee ee er 


Pe wore Pldey Oi Gee) GY Gey tee Ve ee 
Sn te ere ee SD CEES end ge 
| OM A AS LE VE Nie he ee ee rie! ae 
| ee ee 
| in he tll ais Cee oe allt Tl ele ok at 

. mite bye “rer t 2 “Sit © we eee 
| NRRL pe Te km TT) eae weed arenes tee cee gees ¢ quem 
| ~aee bie ceemdeee A Mee” ae eeleel ea Gee 6) aes Gemlirere 
ee 6= eee eee eee wre ie wer oar 
a ee 
Lt LMT iy” ah wh ee dO A NU Ne 
et ee ee ee 


| ~~ Gl! 6 ett few es we hee © ed eerebe at dee bret 
| eee ree Sets CV at Wet Wee, Us ies coe 
~ 


‘ 





"4 





68 


Is the Actual Response Reasonable? 

The Public Works Centers were asked to indicate their 
backlog for minor job orders and emergency service work, and 
the average age of service requests in these two areas. The 
response would lead one to believe that, of the Centers return- 
ing questionnaires, none has a clear understandine of the mag~ 
nitude of its service work in terms of backlog, or measures as 
a practice the average age of the outstanding service requests. 
This lack of information on service work is due in part to a 
faulty questionnaire. However, when an activity reports that 
its backlog of work is two shop days and reports that the 
average age of its outstanding emergency/service requests is 
forty eight hours, the response is subject to question. Another 
Center stated its backlog cf emergency/service work as five shop 
days, but stated the average age of its service requests was 
twenty four hours. Another Center reported no backlog of emer=- 
gency/service requests, but stated the average age of the 
requests was six hours, From the response it is doubtful that 


the Public Works Centers are answering fifty per cent of their 





lservice work includes the minor job orders and the 
emergency/service work. The four Center respondents reported 
that the ceiling for minor job orders was in the range of 
forty to eighty hours, and emergency/service work had a ceil- 
ing imposed by management of sixteen to twenty four hours. 
Hours are expressed as manhours expended, not hours involved 
from start to finish of job, using the ordinary time scale. 
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Galis within four nours, or answering ninety per cent of the 
calls within two days. A failure on the part of the writer to 
appreciate the statistical difficulty in analyzing the minor 
service problem makes it necessary to attack the problem on a 
general basis. It was intended by the writer that sufficient 
information would be developed to enable the construction of a 
valid model, using “operations research” techniques. The model 
should represent as closely as possible the actual service 
operation. The problem involved in providing the personnel, 
equipment, and materials, to perform a variety of tasks, in 
various locations is a special application of the “waiting- 


line model." 


Model Building 


Waiting-line models constitute a separate sub-class of 
inventory problems where it is necessary to keep a supply of 
capabilities to meet future Gemand. In the construction of 
waiting-line medels it has been stated that: 


All of them are developed in terms of two 
measureable quantities: (1) The arrival rate 
ef the things or persons to be serviced and 
(2) The service rate at the facility. The 
service rate is commonly called the departure 
rate, since at the conclusion of the service 
the thing or person departs from the facility. 
Both of these rates can be directly measured 
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by an observer with a stop yetch or some 
suitable recording device. 


In the case of emergency/service work the arrival rate 
would be the receipt of the service call or service request. 
The departure rate would be calculated at the conclusion of the 
service. Information should be available to calculate both the 
arrival and dervarture rates and to determine the ratio of 
arrival rate to departure rate, in order to determine the be- 
havior of the waiting lines. Miller and Starr point out that: 

Two of the more important mezsures of the 

behavior of the process are (1) the average 

number of things or persons in line waiting 

for service and (2) the average waiting time 

required in order to get service. 

“The average waiting time required in order to get 
service” corresponds directly to the term “delay in hours be= 
fore a serviceman arrives." At first glance it appears as if 
there might be a stock solution to the emergency/service prob- 
lem. Unfortunately this is not the case. The authors continue: 

The great variety of models that exist is required 

to handle ali the variants of the fundamental 

waiting-line process that occur in practice. Some 

of the major variants are: 


lL. Different probability distributions for 
artivals . ... 





*navia W. Miller and Martin K. Starr, Executive Decisions 
and Operations Research, (Englewood Cliffs, NW. J.: Pprentice- 
Hall Inc., 1960), p. 397. 


33pia. 
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2. Different probability distributions for 
service times .... 
3. Number of facilities .... 
4. Servicing order .... 
5. Waiting—line eae hae ; & & &@ 
6. priorities .... 

In applying the variants listed we note that except 
for Item 5 the variants all apply to the emergency/service 
work. The authors do not claim that their list is all inclu- 
sive and this is fortunate, for in the emercency/service model 
it is necessary to add another variable, probability of skill 
availability. Miller and Starr point out that it is possible 
through either mathematical analysis or the "Monte Carlo” 
method to determine the average waiting time under the various 
conditions .°> ne six variants in the emergency/service model 
place the process beyond the scope of this thesis. Miller and 
Starr have further observations that are pertinent: 

For any given number of facilities [capabilities] 
the average waiting time can be determined. Given 

the cost rer unit of waiting time and the cost of 

operating each facility [capability], it is then 

Simple to find the cost for each number of facili- 

ties [capabilities]. The minimum such total cost 

then determines the optimal number of facilities. 


- « »« Generally the cost of operating the 
facility [capability] is obtainable from accounting 





4ypid. 
the Monte Carlo method is based on using model samples, 
calculation of the probability for each variant, and bv the use 
of random numbers tables determining the outcome of the alter- 
natives. A complete description of the process can be found in 
Miller and Starr, loc. cit., p. 152. 
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data, which also may yield the waiting-time cost. 
However in many cases where the waiting line 
consists of prospective customers it is difficult, 
ox virtually impossible, to estimate the waiting- 
time cost. The possible cost of loss of customer 
good will is a major component which can only 
rarely be determined. However in the cases where 
the waiting-time cost cannot be estimated it is 
still possible to provide the decision-maker with 
the average waiting-time that will result for any 
selection of number of facilities [capabilities]. 
This provides him with a quantitative basis for 
exercising his judgement as to acceptable waiting 
times .... The necessary techniques are well 
developed and relatively easy to apply to specific 
problems, and to unrealistic assumptions or data 
requirements are involved. Further, waiting-line 
behavior is often contrary to an inexperienced 
intuition, so it is not easy to find the optimal 
strategy by judgement alone. 


It is apparent that the construction of a "model" of 
the emergency/service problem with its variants would be help~ 
ful in or@er to be in a position to predict waiting times for 
a basis of decision-making. To some extent the use of a model 
is limited because of the customer relationship, but its use 
should not be totally discounted. Use of the model also has 
the advantage of not disrupting work to test various methods of 


performing the work. 


Peedback 
One of the fundamental elements in any control system 


is feedback. In any ongoing organization the situation is 





Smid. a Pp. 399. 
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constantly changing. In the emergency/service model discussed 
above the effect of the variations was noted. Once decisien 
rules are established for a unit it is necessary to arrange a 
means of monitoring the output of the unit to determine if the 
unit is functioning in accord with the instructions provided. 
If management is to really control the minor service function 
then some means of feedback is necessary. Feedback can in this 
instance generate from two sources, from the customer in the 
form of a complaint, or from some form of management advice 
concerning the input-output relationship. The reporting unit 
for feedback control in the emergency/service area could well 
be one job. The similarity shown between the mix of job lengths 
at the four major Centers makes this reporting unit susceptible 
to Center-wide comparisons. At the present time there appears 
to be no customer feedback device for the emergency/service 
function. In waiting-line problems it was pointed out that one 
important element was average waiting time. Although the 
questionnaire failed in obtaining positive information on feed~- 
back, it was apparent that a system to measure the “average 
waiting times" is in general lacking. A feedback system for 
emergency/service functions should have a positive means for 
customer feedback, and a system which portrays the input and 
output, and shows the average waiting time. If decision rules 


based on model studies were available it would be possible to 
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predict rather accurately the delay times for service calls, 
allowing the customer to be advised of the expected waiting 
time. The same system would also keep management abreast of 
the constantly changing workloads and allow adjustments to be 


made as required. 


Reasonable Charges 

it appears from the survey data that the customer, the 
CEC officer and the Public Works Center management have similar 
ideas as to what constitutes a reasonable cost. It has been 
demonstrated however that as the overhead rate goes up towards 
one hundred per cent of direct labor cost, the charge has less 
chance of being considered reasonable by any of the respondents. 
Under current billing procedures the emergency service work is 
being billed on the basis of direct labor, direct material, and 
using the same applied overhead rate as the remainder of the 
maintenance department, 7 Applying across the board overhead 
rates for the minor services tends to inflate the charges for 
minox services perhaps unnecessarily. The minor services 
require little support in the area of planning and estimating 
or in special material support. Perhaps the unfortunate cir- 


cumstance in the billing is that in accordance with the 





1g .8., Department of the Navy, Navy industrial Fund Hand- 


book for Public Works Centers, NAVEXOS P-1718, April 1957, par. 
5203-2, Pp. 5-11. 





A RE a re 
| a) me ACR ope 6 ems SO et 
centage cad ep eamiee eS 
worl) iv eee ee eo ole eee 
Spd acs cone Katies ar a ct 
Pe ee ee Lees beer ee tt ewe 
i gt GD blakres «e plet Gye ae oe eh Oe 
peed wee pase Vo Ome ms wk yee sie) eee 
ee ee ee 
SE Se tad af Ooms «) lite et OF Que 




















75 

accounting practice established it is necessary to bill” ... 
for the actual costs of direct labor, direct material, other 
direct charges, and applied expenses recorded on Customer Cost 
Gummaries ... ."8 ‘The exception to billing for actual costs 
is allowed for certain functions such as sanitation services, 
and “when a fira price order has been mutually agreed to, 
ee « ."9 Information provided during an interview with Mr. 
Lowery of the Bureau of Yards and Docks indicates that from 
all appearances an excessive amount of accounting is being 
performed by charging for the actual cost of each minor job. 
Table X has been a from Figure 8 and shows the varia= 
tion in job length for the minor emergency/service jobs in- 
volving less than sixteen man hours to complete, + 

Table X shows clearly that fifty five per cent of the 
minor jobs are completed in two hours or less, yet the same 
basic accounting system is followed for labor distribution and 
material as the system used in a $25,000 job. To record the 
labor and material transactions for each job is at least a 


thirty one step process,.++ The exact cost to record the 





Srpia, 9rbid., par. 5213, p. 5<16. 


1054 gure 8 provided by Mr. H. K. Lowery, Shore Establish- 
ment Division, Bureau of Yards and Docks, during an interview 
on 29 March, 1961. 


linavy Industrial Pund Handbook ... , Op, cit., pp. 6= 
21 and 7-4, 


76 


"S8104U0D SAION OF IQNd YB AIOM Od FATES /AOUOTI OMY JOJ UGFUGST QOL UT Woy @eysea-—-°g “FTE 
SImoH Uy Qor Jo 4yPueT 





oo S| of 
OF § 
A 
A g 
_ ™ ATT 
SU | | 
i a aaa! g 
a je. i. |e 
OOT 





77 
accounting information is not Known. For purposes of discussion 
let us assume that each step takes one minute. One minute is 
probably ridiculously low, however on this basis it would take 
thirty one minutes to record and perform the billing operation. 
Tf direct clerical and supervisory labor were paid at the rate 
of $2.00 per hour, and with office supervision, office space 
and machine time included in the overhead on clerical work, the 
cost would be at least fifty per cent more or $3.00 an hour. 
The cost of accounting (using what appears to be low estimates 
of cost) for a job with only one labor entry and one material 
entry is probably at least $1.50. The question might be asked, 


now can this accounting charge be reduced. 


TABLE X 


DISTRIBUTION OF MINOR JOBS BY 
MAN HOURS, FOUR CENTERS 


Man Hours per Job Frequency of Jobs 


29 
26 
8 

9 
15 
4 
_3 
1900 


Ow @ & wt eH 


ed 


Substitute Billing Procedures 
The Bureau of Yards and Docks and the Public Works 


Centers have investigated using flat time charges to include 
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labor and material, and a standard charge for a particular 
type of service. In the first instance the direct labor time 
would be kept, however, in billing only one rate would be 
applied and this rate would include a charge for materials 
based on a statistical average cost per fob. The second method 
proposed would develep a standard charge for fixing a faucet 
washer, or replacing a wail outlet, ana again would include 
Girect and indirect charges. The one minor disadvantage of the 
first propesal is that you are still accounting for a job in 
terms of actual labor time requiring @ calculation of cost for 
each job unless it would be cossible to accumulate total hours 
for cach customer and bill monthly on the basis of a summary 
sheet similar to the sanitation charges. The second method 
requires the development of “flat rate standards“ which would 
be subject to individual questioning on validity because of 
distance, individual difficulty, etc. A third method suggests 


itself when the cata in Pigure 3, is analyzed. 


Inductive Accounting 
Figure 8 shows the variation in job length for emergency 
service work at four major Public Works Centers. For the 
Sampling period of one week the variation in the mix of job 
lengths at the various centers appears negligible. On the 


basis of the data shown in Figure 8 it seems feasible to use a 
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form of statistical billing to charge the customers. M. J. 
Slonin reports that in the intercompany billing process for 
railroads and airlines reimbursement is obtained in many in- 
stances on the basis of statistical samples, An example used 
by Mr. Slonin to demonstrate the application of statistical 


billing for railroads is cited: 


Stratum Waybill Population Sample 
Freight Charge Total Number Size 
of Waybills 
1 Less than $5.00 3,673 186 
2 $5.00 to € 9.99 815 72 
3 $10.00 to $ 19.99 395 82 
4 $20.00 to $ 39.99 119 51 
5 $40.60 and over 42 42 
Total 5,046 433 


in the particular example cited, the estimated share 
cost from the sample was $11,950, and the actual share cost 
calculating each bill separately was $11,793, “a difference of 
only $157 out of nearly $12,000,"13 

For the sample of one hundred jobs shown in Table X it 
would be necessary to charge the customer for 4.53 manhours per 


call, unless a stratified sample was used. Using stratified 





Lory | J. Slonin, Sampling in a Nutshell, (New York: Simon 
and Schuster, 1960), py. 110-116. 


13tpia., p. 112. 
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Sampling techniques, the costs for the minor jobs of two hours 
or less would not be inflated, by the fewer but more time 
consuming jobs closer to sixteen manhours each. 

The process reported deserves consideration however as 
a means to reduce accounting costs, and should be acceptabie 
to the government as airlines and railroads are under rather 
rigid government regulation because of their special monopoly 
character. Mr. Slonin stated: 


Few things impress the disbeliever in sampling 
as much as the news that large, solvent organiza- 
tions regularly exchange impressive sums of money 
on the basis of very modest samples. This sample 
method of payment is called “inductive accounting” 
by the participating carriers and has been operat- 
ing successfully since February 1956. 


Whenever a passenger trip involves travel on 
two or more airlines it is necessary to split the 
take among the carriers who did the haulings. 
Conventional accounting methods that are used to 
allocate the lucre require the complete processing 
of every ticket; while the sample technique entails 
the tally of only a relatively amall number. 


To indicate the importance of the sampling ap= 
proach, it is noted that: 


1. Annual airline billings between two 
typical large airlines exceed $20,000,000. 


2. The sample used to estimate these bill- 
ings averages 12 per cent of the inter- 
line tickets. 


3. The cumulative sampling errors have been 
running less than one tenth of one per 
cent, and are acceptable to both internal 
and public auditors. 
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4. Clerical savings resulting from the 

sampling application can exceed $15,000 

annually for any one of the large 

carriers ... 24 

It seems reasonable to assume that if private concerns 

in a well regulated industry can operate successfully with 
“inductive accounting® on intercompany billing, that the Navy 
should be able to pursue a similar course and reduce its over= 
head costs when it is operating from a single appropriation for 


Operations and Maintenance. 


Summary 

The concept of providing public works services from one 
organizational unit within a large naval complex is an integral 
part of the established policy of the Department of the Navy. 
The reduction of the cost of the public works function by 
elimination of the duplication of public works shops, equipment, 
and other overhead is not only necessary, but essential if the 
Navy is to have funds for the newer weapon systems. The basic 
directives establishing the Public Works Centers have been 
supplemented by the statements of the Chief and Deputy Chief of 
the Bureau and Yards and Docks and provide the basis for a 
Gynamic public works organization. A @Gynamic public works 


erganization is mandatory. The customers of the Public Works 





i mpia., p. 113. 
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Centers are subject to many internal and external pressures 
and are looking for someone to relieve them of their problems 
in the public works area. A &ynamie ncbiiie wade organization 
is the only one that can provide this type of customer support. 
It has been indicated that perhaps the customers of 
the Public Works Centers are not unreasonable in their requests. 
The surveys indicate that the average Civil Engineer Corps 
efficer shares the opinicn of the customer as to what consti-~ 
tutes “reasonable service” and “reasonable charges.“ The image 
survey conducted indicates that the management of Public Works 
Centers cannot yet afford to relax thelr efforts to establish 
their “niche” in the society of naval shore activities. As 
indicated by the Deputy Chief of Bubocks, the "niche" will be 
won by doing " .. . a jeb cheaper, better, and faster than 
. amyone else ... 5 
A review of some of the more modern management litera- 
ture indicates that there is a possibility that the complex 
problems of managing the minor service functions can be handled 
by “operations research” techniques, and further that there are 


reliable and acceptable accounting procedures that will assist 


in eliminating unnecessary overhead costs. 





lScaptain P. Corradi, loc. cit. 
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APPENDIX I 


CUSTOMER SURVEY 
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List of Naval Activities Surveyed (Customers) 


NEWPORT AREA (10 Activities) 


U.S. Naval Station 

U.S. Naval School, Naval Justice 

U.S. Marine Barracks 

Fleet Training Center 

U.S. Naval Communication Station 

U.S. Naval Hospital 

U.S. Naval Underwater Ordnance Station 
U.S. Naval Supply Depot 

U.S. Naval Degaussing Station 

U.S. Naval Magazine and Net Depot 


NORFOLK AREA (12 Activities) 


U.S. Naval Communication Station 
U.S. Naval Degaussing Station 
0.8. Naval Dental Clinic 

U.S. Naval Dispensary 

Pleet Training Center 

U.S. Naval Station 

U.S. Naval Receiving Station 
U.S. Naval Schools Command 

U.S. Marine Barracks 

U.S. Naval Air Station 

U.S. Naval Supply Center 

U.S. Atlantic Fleet ASW Tactical School 


PEARL HARBOR AREA (10 Activities) 


U.S. Naval Submarine Base 

U.S. Naval Station 

U.S. Naval Reserve Training Center 

Camp H.M. Smith, USMC 

Inactive Service Craft Facility 
District Public Works Officer, 14th N.D. 
Fieet Training Center 

Fleet Weather Central 

U.S. Naval Air Station, Ford Island 
U.S. Naval Ammunition Depot 
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List of Naval Activities Surveyed (Continued) 


GUAM AREA (8 Activities) 


Navy Dental Clinic 

Naval Hospital 

Naval Station 

Naval Supply Depot 

Naval Ship Repair Facility 
Naval Magazine 

Naval Communication Station 
Naval Air Station, Agana 


e 
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SUBIC BAY AREA (6 Activities) 


S. Naval Air Station Cubi Point 
8. Naval Supply Depot 

-S. Naval Ship Repair Facility 
S. Naval Communication Facility 
S. Naval Station 

&. Naval Magazine 


GUANTANAMO BAY (6 Activities) 


U.S. Naval Station 

U.S. Naval Hospital 
U.S. Naval Air Station 
U.S. Naval Supply Depot 
Fleet Training Group 
U.S. Marine Barracks 











Captain John A. Doe, USN 
Commanding Officer 
U.S. Waval Station 
Pearl Rocks, Rhode Island 


Dear Captain Doe: 


I am arsipned at Georpe WNachineton University as a student in the 
Navy Post Graduate Comptrollership Program. To complete the program 
etudents are required to submit a formal thesis. "Orpanization for 
Minor Service Functions at Public Works Centers," is the subject I have 
eelected. The subject is not a plamourous one, but does interest CEC 
officers. : 


It seems eseential that the opinions and neede of the customers must 
be considered in any study of Public Works Centers, if the study is to be 
objective. Your activity Js listed as a customer of a Public Works Center, 
and therefore your opinions of customer needs will be of preat value, It 
is recopnized that activities are constantly bombarded with reauestsa for 
information. In the interest of brevity, the attached auestionnaire has 
been prepared so that it can be effectively completed in about 15 minutes 
without reference to any records. The opinions of the Commanding Officer 
or department head would be moct valuable, however the auestionnaire can 
be completed by any member of your command familiar with the needs of your 
activity in the Public Works area. 


To maintain objectivity, none of the activities will be identified 
with a particular Public Works Center. A self-addressed envelope has 
been provided for the return of the questionnaire to maintain anonymity. 
The University does not maintain a student postal service, therefore it 
is necessary for me to use my home address, My official status can be 
verified by reference to the Nava] Repister, or the Civil Engineer Corps 
Directory, NavDocke P-l. The CEC Directory is available from any CEC 
officer. 


Like most students, we are working under a tight schedule. The 
completion and return of the questionnaire will be preatly appreciated, 


Very respectfully, 


s/ Charles E. Diehl 


Charles E, Diehl 
LCDR, CEC, USN 
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This auvestionnaire has been nrenared so that general oninions, 
trends, and comparisons can be evaluated. It is not necessary to make 
a studied renly to any nart of the questionnaire. Pencil is fine. 


Please indicate the services provided for your activity by the PWCEN: 


Provides alt PW services Furnich Utilities Onerate Utilities 


Major Building Maintenance Minor Maintenance of Bldps. 
Janitoria) Grounds keening Trobleern| Trash & Garbage 
Coltection Engineering Trancnortation Maintenance 
Transrnortation Oneration | Other 

Please nroceed to the following nares, if after comnieting thiez 


questionnaire you wich to ake any cther comments, they can be 
noted below. 


MOTE: This part of the questionnaire did not serve the 
purpose intended as it lacks clarity of intent. 
It did serve as a check to insure that the activity 
was served by the adjacent Public Works Center. 
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WHAT IS REASCIAPLE SERVICE? 


The following list of winor work iteus conteins come of the most 
frequent service or trouble-—culls received by Public Works organizotions, 
Please check the column that indicetes the maximum delay in hours that you 
consider reasonable under normial conditions, before somoone arrives to 
start work, after a cell has been placed. 


Type of Service Meximum Reasonable Deley in Hours 
Before Serviceman Arrives 
Over 


a} 
0 
co 


Washbowl Stcpped—up 


a) 


Air-conditioner in office is out 


N 
Bh le 


-~ 


> 
eh |e 
eh | 
~ cD 


Window won't open 


N 


Heod is out of paper’ towels 


«J 


~ bi 
oO wu 


ele le Ble 
je fm fe fo fo fo fo 


Electric Cord on office machine ehorte 


Shower Head is leaking 


VIP's coming, gress needs cutting 


GC 


h~ 4 — | wy) 
2S © IN? ~~ | » 


~~ 


Need a emall sign manufactured 


~ 


Broken window glass 


me lh 
i ~ ihe a 


e bh 
o |o ui 


Need operations board hung on wall 


be 


Scuttlebutt out of order 


js 


Guerd truck stalls on road 


aisle 


s 
~j 


Reefer in galley goes out 


Main roed has bad chuck hole 


ele 
. 


Cooling gas odor noticed in quarters 


Ladies toilet needs cleaning 


Typewriter neede repairs 


qm 


File cabinet drever etuck 


Warehouse door is off track 


Stenm radiator is leaking 


Fa 


jad 
Se fo |e fo fo 
mo | ~ 
Js; 1a o 


pt 
thw 
a 
j~ 
eo 
~J 


fTotals56 124 








a oo a LLL 


reasonable charge for performing the service or work indicated. Consider for 
purposes of similarity that the point of work is not over one mile from the 
Public Works Facility, and that ekilled labor is paid about $3.00 per hour. 


Reasonable charge should include basic labor, material, end allowance for overhead. 


For the following list, please indicate what you think is the maximum 


) Maximun Reasonable Charge in Dollars 


Service or Work to be Performed Over 
pa [e2{a| elas |e [o 
Bias piers wine aon lo lhe [efoto ba 


Replnce fluorescent tube in office 
with 10! ceiling od - 8 








Change a sedan tire on the road 


Construct and install o 3! x 4! celotex 
faced bulletin board 

Replace an electric well outlet fixture 

Repaint a metal office desk 


Revlace a le" x 20" window glass 


Replace a waeher in leaking faucet 
Install new night latch in wood door 


Truck crane makes one 2000 lb. lift to 
flatbed trailer from ground (2-man rig) 


Clean a 10! x 15! office 


Mow a lawn, 100! x 200!, walking power 
mower. 











s 
RR 
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WHAT IS YOUR IMPRESSION OF THE PUBLIC WCnk CENTER MANAGEMENT? 


The following list exoresses to veryine degsreee the traits found common. 
to many organizations. Pleases place a checx in the column to the right, your 
evaluation of the PWCenter that is serving you. 

Replies ind . | 
(Rep igated in Per Cent) Describee Partially Does Not 
: Well Describes Describe 





Modern 
Progressive 


Forward Looking 


27.5 


Inventive 12.5 





Artistic 12.5 


Lively 


Sntervrising 


Ventures30me 


Friendly 
rindhy Ps 
Charitebdle 
Public-spirited 
Square Dealing ee 
rodeet 17.5 


25.0 
15.0 
15.9 
17.5 


tJ 
fs) 
™ 
0 
* 


10.0 

2.5 
20.0 
40.0 


67.5 
| 65.0 
| 70.0 
| 675 
325 
| 20.0 
| 47s 
| 48.6 





APPENDIX II 


CEC OFFICER SURVEY 
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The following survey was sent to 106 CEC officers in 
the grade of Lieutenant through Captain. Randomness was 
achieved through the CEC Directory page numbers anc the lineal 
position on the page, using the first four digits of a Random 
Humbers Table. In the event that the position on the page was 
filled by an officer senior (one Rear Admiral did turn up) or 
junior to the desired grades, the next number was used from 
the Table. In like manner, as there are only 39 pages in the 
front of the 1 October 1960 Alphabetical Directory Listing, 


numbers higher than 39 were discarded. 
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LEDR John A. Bones, CEC, USN 
Public Works Officer 

U.S. Naval Activity 

Jones Beach, Washiagton 


Dear Johns 


How many times in your career have you listened to gripes that 
went something like this: "Boy, that organization of yours is sure 
something! I had to call three times yesterday to get someone to 
open a stuck desk drawer. Finally, not one but two men showed up, 
two men just to open one desk drawer, Why if I had had a screwdriver, 
I could have finished the job myself in about two minutes. Boy, what 
an organization{" About this time you are wishing for a screwdriver 
yourself, because you have a little job you would like to do. However, 
the fact that your friend couldn't get at his copy of Sports Illustrated 
when he wanted to, didn't change the minor service problem As a 
student at George Washington University in the Comptrollership course, 
I have to submit a thesis, It is my intent to study the minor service 
problem in Public Works organizations. To complete my study I need 
your assistance, . 


As the thesis is supposed to be my research paper, and not yours, 
I have attempted to keep the questionnaire as short and simple as 
possible. It will take less than 15 minutes to obtain your opinion 
and help in bringing definition to the following three areas: 


(1) What is reasonably responsive service? 

(2) What is a resonable charge for minor services? 

(3) What traits are involved in creating the best "service" 
image for a Public Works Organization? 


In order to keep the number of people involved in answering the 
questionnaire to a minimum, a random sampling technique has been used 
to select your name. It will be appreciated if you will pick up your 
pencil at the first opportunity, complete the questionnaire, and return 
it in the envelope provided, 


Thanks very much. 
Dice rely 


3/ Charlie 


Charles E, Diehl 
LODit, ChC, Ust 








WHAT IS REASCHALLE SERVICE? 


The following list of winor work iteus contains come of the most 
frequent service or trouble-calls received by Public Works organizations, 
Please check the colunn that indicates the pbaximum delay in hours that you 
consider reasonable under normal conditions, before somoone arrives to 
start vork, after a cell has been placed. 


Type of Service Meximum Reasonable Deley in Hours 
Before Serviceman Arrives 


Washbowl Stcpped—up 


Air-conditioner in office is out 





FRE 
co 


Window won't open 
Heod 18 out of paper’ towels , 


iat it 
~ ~ 


Shower Head is leaking Ln ce 
VIP's coming, gress needs cutting 1 * 


Need a emall sign monufactured 


Broken window glass my 
Need operations board hung on wall Poa 


be in 
5 lo |e [i [tla > 


~ 


-~ 4 
i 


Scuttlebutt out of order ri 


Guerd truck stalls on road £9 
| Reefer in galley goes out 


tA 


Jond 
is 


Nain road has bad chuck hole 


Cooling gas odor noticed in quarters 


od oO 
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WHAT IS A REASONABLE CH4PGS FOR SERVICES? 
For the following list, please indicate what you think is the maxinum 
reasonable charge for performing the service or work indicated. Consider for 


purposes of similarity that the point of work is not over one mile from the 
Public Worke Facility, and that ekilled labor is paid about $3.00 per hour. 


Reasonable charge should include basic labor, material, and allowance for overhead. 


Maximun Reasonable Charge in Dollars 


Service or Work to be Performed Over 
pa fata eo fae | xe [or 
ie inert ie aoe fa fe tol fe fe fe 


Replace fluorescent tube in office 
with 10! ceiling 36 
Change a sedan tire on the road a be tac he tere 


Construct and install o 3! x 4! celotex Baosan0 
faced bulletin board 37 
= fe faa fe fe a 
a 
Replace a 12" x 20" window glass (ale |au le |w le leo 
[aevtece « eter tn inti fev [av oo [ao la [= [- |= 
[init ae vit inte ear | = fo [a fe fe [= [= 
Truck crane makes one 2000 lb. lift to a sas jaa | > fas 
flatbed trailer from ground (2-man rig) 1 29 3 
[aenmene |e fe |= fs fe |- [a 





Mow a lawn, 100' x 200', walking power 


mower. 
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Cc abulatio 
The following list expresses mm ost orpanizations. 


Please indicate in the column to the right, the importance you would 
attach to these traits being identified with a Public Works Center 
or Department. 


Not 
Trait Must Have Desireable Important 


Alert 
Onen-minded 
Modern 
praereceive 


Forward looking 





Tmapinative 
| Inventive 
Artistic 
Lively 
Eager 
Vigorous 
Enterprising 
Venturesome 
Cheerful 
Friendly 
Kindly 
Warm-hearted 


Charitable 


PhebBRBRBERPBRBRRREBBBEE EF & 
~be>bERBBBhEE RARE BRE e LE BLL 


Public-spirited 
Patriotic 
Honest 


Reliable 


PPPS EPS EPR SEC eter eee ee 


Sincere 





Trait 
Square dealing 
Modest 
Homespun 
Easygoing 
Flexible 


Well informed 


wo 


7 


Must Have 


PP Pee 


Not 
Desireable Important 


NR N 
PR eR PR 
vw ™ [Ww 
p le Sf Is } 


Of the traits you have indicated as "must have" which three are the 


1. __ Reliable 


most important? 


oe Honest 


36 Alert 


How many years of Public Works experience have you had? 


& 


* Not entered, although surveys were kept by class of 
respondents having 0-4.9 years, 5-9.9 years, and over 


10 years of sexvice. 


noted. 


No appreciable overall difference 


APPENDIX II 


PUBLIC WORKS CENTER SURVEY 














2 March 1961 


Captain E. R. Bennett, CEC, USN 
Commanding Officer 

U.8. Naval Public Works Center 
U.S. Naval Base 

Newport, Rhode Island 


Dear Captain Bennett: 


I am assignee to the Navy Comptrollership Course at 
George Washington University for post-graduate management 
training. As part of the course requirement we must. submit 
a thesis. The tentative title of my thesis is "Organization 
for Minor Service Functions at Public Works Centers." This 
subject has been cleared with Commander Cline and Captain 
Husband. Aithough the Bureau is allowing me to study the 
material it has in the area of my thesis, additional informa- 
tion is requirecé from the Public Works Centers themselves. I 
am fully aware that the demands on your time and the time of 
your personnel are many. I have made an honest effort to keep 
the enclosed questionnaires short and simple. Some questicns 
require factual answers, others require opinions. The 
questionnaires are directed to certain seqnents of your organi- 
zation, and are stapled together in sets. 


The set of questionnaires marked for the Commanding 
Officer is submitted for information purposes. These question- 
naires have been sent to a random sample of CEC Officers, and 
to certain customers of the Public Works Centers. These 
questionnaires were prepared in an attempt to bring definition 
to three problem areas concerned with customer service: (1) 
What is reasonably responsive service? (2) What is a reason- 
able cost for minor services? and (3) What service "image" 
should the pwCenter create in the mind of its customers? 

Once the customer's expectations, (reasonable or unreasonable 
as they may be) are known and can be correlated with the exe 
perience of CEC officers, we may be in a position to determine 
the shape of the organization needed to best serve the 
customer. 
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Except for the FACT sheets, the remainder of the 
questionnaires can be completed in about fifteen minutes each. 
This study is not intended to make comparisons between or of 
individual public Works Centers. My interest is in Public 
Works Centers as a management entity, and I have no desire to 
become an unofficial IG. 


Your assistance is respectfully requested, Like most 
students we are on a tight schedule. This year theses must 
be submitted six weeks prior to graduation. The return of 
the completed questionnaires as soon as possible, but not 
later than the 25th of March will be deeply appreciated. 


Very Respectfully, 


Charles E. Diehl 
LCDR, CEC, USN 











WHAT IS REASCIARLE SERVICE? 


The following list of winor work itenus contains come of the most 
frequent service or trouble-calls received by Public Works organizations, 
Please check the column that indicetes the maximum delay in hours that you 
consider reasonable under normal conditions, before somaone arrives to 
start work, after a cell has been placed. 


Type of Service Meximum Reasonable Deley in Hours 
Before Serviceman Arrives 


% 
ps 
a 
@ 
& 


Washbowl Stcpped-up 


ti 


Air-conditioner in office is out 
Window won't open 
Heod is out of paper tovels 


Electric Cord on office machine ehorted 


Shower Head is leaking 


VIP's coming, gress needs cutting 


Need a emall sign manufactured 


Broken window glass 

Need operations board hung on wall 
Scuttlebutt out of order 

Guerd truck stalls on road 


Reefer in galley goes out 


Main roed has bad chuck hole 


Cooking gas odor noticed in quarters 


= le 


Ladies toilet needs cleaning 
Typewriter neede repairs 
File cabinet drawer etuck 
Warehouse door is off track 


Stenm radiator is leaking 


29 28 29 23 14 


N 
i 


bh < 
woo 


ry 








WHAT IS A REASONABLE CHAPGS FOR SERVICES? 


For the following list, please indicate what you think is the maximum 
reasonable charge for performing the service or work indicated. Consider for 
purposes of similarity that the point of work is not over one mile from the 
Public Works Facility, end that ekilled labor is paid about $3.00 per hour. 


Reasonable charge should include basic labor, material, and allowance for overhead. 





Maximum Reasonable Charge in Dollars 


Service or Work to be Performed Over 
1 {2 |a |e fie |e [oo 
Bot einert er aoe ule fpefelela 


Replnce fluoreecent tube in office 
with 10! ceiling : a 


| 
| 
{ 


igs « eke Hee on Be [spel -l[-[= 
|} Conetruct and install a 3! x 4! celotex 
faced bulletin board 
a] a] a] ol el] 


Replace an electric well outlet fixture 


Repaint a metal office desk 


Revlace a 12" x 20" window glass 


Replace a waeher in leaking faucet 

Install new night latch in wood door 

Truck crane makes one 2000 lb. lift to 
flatbed trailer from ground (2-man rig) 


Clean a 10' x 15! office | 


ala} al a} ale 





Mow a lawn, 100! x 200!, walking power 
mower. 





ie 
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W | al 
The following list expresses traits common to most orpanizations. 
Please indicate in the column to the right, the importance you would 
attach to these traits being identified with a Public Works Center 
or Department. 


Not 
Trait Must Have Desireable Important 





Alert _ a = => 
Open=-minded D2 5 = 
Modern 4 = = 
prop egcive 4 = = 
Forward looking 4 = = 
Tea nativs _§ » _= 
Inventive 2 i _= 
Artistic 2 _2. _i 
Lively ee _3_ _*.. 
Eager _- FP _ 
Vigorous Lae i _ 
Enterprising a A _= 
Venturesome imei _= _2 
Cheerful i a _s -_> 
Friendly ia _f = 
Kindly ja = _f 
Warm-hearted = = a 
Charitable -_ 2 _ 
Public-spirited 2 ‘3 = 
Fatriovic 4 = = 
Honest -* _ = 
Reliable i _- = 
Sincere i = = 
more 
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Trait Must Have Desireable Important 
Square dealing 4 Sm: _ = 
Modest 2 _- —— 
Homespun a 2 _2 
Easygoing a —_— _= 
Flexible - Tt 2 a 
Well informed 4 = _& 


Of the traits you have indicated as "must have" which three are the 


most important? 
iF Not evaluated 
ae Not evaluated 


3. Not evaluated 


How many years of Public Works experience have you had? _W. 2, 
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—s 








The information obtained on the Fact Sheets was im-~ 


possible to correlate for the purpose originally intended, tc 
build a model for analysis. Because it has no bearing or 


correlation, the responses have not been entered. 
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PACT SHEETS PWCEN 1 


The questions on this sheet can be best answered by your 
planning officer or maintenance control director, depending on 
your organizational arrangement. Pencil is fine, and approxi- 
mations are acceptable. 





1, How many hours of direct labor are normally applied each 
day in the following areas? 

a, Janitorial 

b. Groundskeeping 

¢. Minor Job Orders 

ad. Emergency/Service Work 


2. How many supervisors are involved in these areas? (Firet 
level only) 

a. Janitorial 

b. Groundskeeping 

ec. Minor Job Orders 

ad. Emergency/Service Work 











3. Where do the workers in the four minor service functions 
listed check in or out normally. (If more than one method pre- 
vails, indicate percentage) 

Central Satellite Assigned 

Sheps Shops Work Area 

a. Janitorial 
b. Groundsxeeping 
¢. Minor Job Orders 
a. Emergency/Service 


























4. What is your break in hours on- 





a. Minor Job Orders Hrs or less 
Dp. Emergency/Service Work Hrs or less 
5. Bo you answer phone requests for non-emergency work? 
Yes (T£ yes checked please provide procedure or 
instruction) 
NO 





6. In answering Emergency/Service work calls what percentage 
of the times is a skilled journeyman required? 
a. Electricians % bh. Reefer Mechanic % 


c. Plumber %  c¢,. Carpenter *6 
ad. Painter % 





has 
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i i Wit: 
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FACT SHEETS PWCEN 1A 


7. Do you use General Helpers or a type of Handyman rating in 
your Emergency/Service shop to answer calls? 
Yes No if Yes, what percentage 


8. Do you have a method of detecting and noting REPEAT calls 
for the same emergency/service jobs? Yes No For 
Minox Job Orders? Yes No 





9. Do you keep a record of these repeat calls? Yes No 





10. Is the record of repeat calls reviewed? Yes No 
If Yes, by whom 
how often 








11. How many days backlog cf work do you normally have in 
Minor Job Orders 
Emergency/Service Work 





12. What is the average age of vour active, but not worked on 
Minor Job Orders Days 
Emergency/Service 
Work Orders Hours 


14. Have you taken advantage of fixed price work? Yes No 
if the answer is yes, please attach copies of your 
instructions or procedures, and samples of the kind 
of work covered. 


15. Please complete the attached questionnaire on reasonable 
charges for service. A “ballfield” estimate is necessary in 
view of the limited information, however seldom would more 
information be provided if the request were made by telephone. 


16. Have you developed for management purposes a map showing 
the concentration of workload by areas? Yes Wo 
If the answer is yes, would you please furnish a copy opy to me? 
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PACT SHEET PWCER 2 


The questions on this sheet can be best answered by your 


operations officer. Pencil is fine, and approximations are 
adequate. 


L. 


3. 


What mode of travel is used by your Emergency/Service shoyv 
personnel? (Please indicate by percentage) 
Trucks assigned- 


Radio controlled ™ 


Non-radio % 
Pool Vehicles 
Taxi type % 


Self-driven 35 
Bus Service 

Station % 

Shops operated % 
Bicyele/Scooter % 
Walking % 

















How many hours a day does your supervisor at tne leadingman 
level have contact with his employees, their work, and work 
methods? 
Shop Actual overseeing hrs/employee/day 
Overall Work inspection hres S : 
Janitorial Actual overseeing nrg ? . 
Work inspection hra - ” 
Grouncskeéeping Act .overseceing hrs 7 ? 
Work inspection hrs * - 
Energency/Serv .Act.overseeing _ hrs . , 
Work inspection hrs 7 ™ 
Do you schedule all svecific job orders and standing job 





orders? Yes No Partial % of total hours 
Are minor job orders scheduled? Yes No (1£ yes, 
Weekly Daily As £111 in when?) 








In your opinion rank by number (1 thru 4} the following 
maintenance areas as to difficulty in pleasing customer. 
Specific Job Orders 
Standing Job Orders 
Minor Job Orders 
Emergency/Service 
Orders 
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Please complete the attached questionnaire on reasonable 
service delays, This again calls for your opinior 
operating under normal conditions. 





Do you have a policy on the handling of Emergency/Service 
Work? Yes Ho 
If it is written please provide a copy. 
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